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BRUCE  SMITH 
Consultant 
Spicer  Hoad,  Westport,  Ct, 


10  December  1957 


The  Police  Commission 

City  and  County  of  San  Francisco 

Hall  of  Justice 

Harold  E.  McKinnon,  President 


Dear  Commissioner  MoKinnon: 


I  herewith  present  the  report  of  my  survey  of  the  San  Francisco 
Police  Department,  The  survey  was  started  on  May  10th  of  this 
year,  and  was  completed  on  December  4th. 

In  the  course  of  the  survey  I  spent  at  least  one  watch  with  each 
district  radio  car,  each  accident  prevention  car,  each  crime  pre- 
vention car,  each  juvenile  night  patrol,  and  cars  of  many  other 
specialized  units,   I  walked  footbeat  in  Chinatown,  North  Beach, 
Third  Street,   the  tenderloin,  Fillmore  Street,  and  the  Mission 
District's  l6th  Street,   I  was  present  when  arrests  were  made  for 
auto  theft,  possession  of  narcotics,  prostitution,  drunks,  and 
burglary. 

Throughout  the  survey  and  the  preparation  of  the  report  I  have 
attempted  to  apply  my  best  Judgement  to  the  problems  of  the  San 
Francisco  police,  with  the  object  in  mind  of  developing  and  im- 
proving the  services  of  the  professional  police. 

Very  truly  yours, 
/s/  Bruce  Smith  Jr, 
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INTRODUCTION 

This  is  the  report  of  a  survey  of  the  San  Francisco  Police 
Department.  In  it  recommendations  are  made  for  Improvements  in 
the  organization,  procedures,  equipment,  manpower,  and  admini- 
stration of  the  department*  An  effort  is  also  made  herein  to 
evaluate  the  effectiveness  of  various  department  programs;  criminal 
investigation,  traffic  control,  general  patrol,  records  analysis, 
and  the  housekeeping  functionSo   Since  the  survey  is  predicated 
upon  the  completion  in  perhaps  three  or  four  years  of  a  new  Hall 
of  Justice,  attention  is  g-ven  to  the  redistricting  which  will  be 
desireable  in  the  near  future. 

Just  twenty  years  ago  Bruce  Smith  Sr,  reviewed  the  admini- 
stration of  the  San  Francisco  Police  Department  and  prepared  a 
report  for  and  with  the  San  Francisco  3ureau  of  Governmental 
Research.  While  he  was  often  cast  in  the  role  of  a  critic  of 
the  police,  he  was  also  their  friend,  -  he  had  the  progress  of 
the  profession  at   heert,  VJhlle  the  recommendations  in  this 
report  are  in  many  respects  at  variance  with  those  of  the  1937 
report,  a  review  of  the  prior  recommendations  is  desirable.   In 
brief,  the  1937  report  recommended t   the  retention  of  the  Police 
Commission,  a  strengthening  of  the  administrative  duties  of  the 
Chief,  a  vigorous  disciplinary  policy,  a  reorganization  of  the 
department  along  functional  lines,  a  modern  communications  system, 
additional  police  protection  for  the  city,  release  to  active 
police  duty  of  numerous  policemen,  overtime  pay,  adequ£ite  personnel 
investigations,  a  reduction  in  the  maximum  recruit  age  to  30, 
revision  ejid  modernization  of  the  Civil  Service  examination. 
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and  promotion  system,  establishment  of  recruit  training,  a 

frequent  trsjisfor  of  District  Captains,  the  establishment  of 
a  procedure  to  remove  Inspectors,  the  creation  of  an  accident 
bureau,  simplification  of  record  keeping,  and  the  reduction  in 
the  number  of  district  stations  to  seven^ 

A  lurid  era  in  San  Francisco  history  was  passing  when  the 
Bruce  Smith  Sr«  report  was  written,  and  a  bit  of  its  glow  perhaps 
immortalized  by  popular  authors.   The  surveyors  twenty  years  ago 
knew  these  things,  were  concerned  by  the  degrading  effect  which 
open  vice  had  upon  the  police  service,  and  were  attempting  to 
effect  a  correction  through  police  administration.  While  there 
may  have  been  set  backs  in  the  war  on  vice  during  the  intervening 
years,  the  citizens  of  San  Frencisco  today  can  view  with  pride 
attainment,  which  no  doubt  at  one  time  appeared  impossible.   The 
efforts  by  the  police  and  City  officials  to  create  a  clean  city 
and  department  have  been  Intense  during  the  past  two  yearso 
Even  as  this  survey  was  in  progress  greeit  strides  were  taken  to 
prepare  San  Francisco  for  a  new  and  honored  place  among  amerlcan 
cities.  As  befits  a  financial  caipitol,  the  tawdry  vice  settle- 
ment which  had  been  world  ff.med,  quietly  closed  its  doors  in 
preparation  for  a  more  respectable  role,  A  Mayor,  a  Police 
Commission,  and  a  Police  Chief  deserve  the  gratitude,  not  only 
of  San  Fra.ncisco  citizens,  but  those  throughout  the  nation  who 
are  concerned  ,vith  the  success  of  the  processes  of  self  government. 
Only  a  few  policemen  remain  who  were  on  the  force  twenty  years  ago. 
The  majority  of  the  men  have  come  to  the  police  service  since  World 
War  II,   Police  administrators  know  that  these  more  recent  additions 
to  the  profession  are  quite  different  from  their  fathers. 
Many  of  the  patrolm.en  today  are  more  alert  and  better 
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Inforraed  than  their  supervisors;  they  demand  better  leadership 

theoi  they  receive,  and  they  have  e  drive  to  "get  the  Job  done" 
which  would  hc.ve  been  their  downfell  in  other  times.   These 
new  additions,  being  war  trained,  pose  a  problem  in  administre- 

P  tion.  They  recognize  the  need  for  effective  discipline,  even 
as  applied  to  members  of  their  own  ranks o  At  the  same  time  they 
demand  recognition  for  work  well  done,  an  opportunity  to  command 
when,  through  their  works,  they  have  earned  that  trust.  Recommend- 
ations in  this  report  are  intended  to  aid  the  administrator  in 
realizing  the  best  police  service  with  this  really  superior  material 
available  to  him. 

I*      Many  American  police  departments  have  experienced  two 

extrem.es  in  personnel  policy,  and  are  striving  to  attain  a  middle 
ground.   Perhaps  fifty  years  ago  policemen  generally  were  selected 
and  promoted  solely  on  political  grounds:  a  good  party  worker  or 
a  relative  of  a  good  party  worker  got  the  job,  Vestages  of  this 
system  may  still  remain  in  some  departments.  Later  a  revulsion 
to  boss  control  brought  Civil  Service  to  the  police.   The  intent 
of  Civil  Service  was  to  select  and  promote  policemen  on  the 

k   strength  of  a  vrritten  examination,  and  perhaps  seniority «,  This 
is  the  basic  system  in  San  Francisco  today.   Its  glaring  weakness 
is  that  no  written  examination  or  seniority  system  can  evaluate 
a  job  well  done,  it  being  designed  with  the  intent  of  "keeping 
politics  out  of  the  police  department",  A  major  fraction  of 
American  cities  today  are  working  toward  a  middle  ground  between 
politics  and  Civil  Service;  in  other  words,  a  true  merit  system. 
As  it  stands  today,  the  City  Charter  in  Ss^n  Francisco  prevents 
the  attainment  of  a  merit  system  of  police  promotion.  Any  change 
must  run  the  gauntlet  of  action  by  the  Board  of  Supervisors,  the 
Voters,  and  the  Legislature,  At  every  stage  of  that  process 


.&^Mn. 


.jtj 


-4- 
pressure  groups  can  find  some  excuse  for  a  continuation  of  a 

status  quo.  Using  arguments  which  were  perhaps  valid  many 
■  years  ago,  but  which  no  longer  are  so,  these  groups  may  be  able 
to  prevent  a  change.  We  belijve  however,  thc-.t  the  San  Francisco 
police  will  attain  their  place  as  one  of  the  nation's  truly  great 
departments  only  after  the  promotional  system  is  freed  from. 
restrictive  and  antiquated  charter  provisions.   The  recommenda- 
tions contained  in  this  report  on  leader  selection  are  probably 
the  most  important  to  the  progress  of  the  department  and  to  the 
public  safety, 
r       The  Department  has  a  workable,  but  far  from  ideal  organization, 
P  The  thought  behind  the  1937  proposed  organization  was  that  it  should 
be  on  functional  linos  at  the  highest  levels  and  in  all  staff 
units.   There  were  to  be  seven  staff  and  special  staff  units,  seven 
districts,  a  Chinatown  squad,  and  a  call  box  unit  under  a  super- 
vising Captain,  Viewing  the  organization  as  it  existed  in  1937? 
I   as  against  present  organization,  the  department  is  better  organized 

now  than  twenty  years  ago.  However,  positions  have  been  created 
I  to  "make  a  job"  for  individuals  under  prior  administrations,  end 
these  positions  continue  to  be  filled  as  required  by  charter. 
Again,  this  report  recommends  a  more  flexible  cha.rter  provision, 
allowing  changes  to  be  made  as  the  needs  of  the  service  change. 
There  is  in  the  Buree.u  of  Inspectors,  a  position  of  Chief  of 
Inspectors  who  is  the  head  of  that  (detective)  bureau.   In  addition 
the  Charter  provides  for  a  Captein  of  Inspectors  who  is  paid  more 
than  other  captains,  though  sharing  far  less  responsibility,   A 
similar  top  comm.and  organization  exists  in  traffic,  wherein  there 
is  a  Director  of  Traffic  and  also  a  Captain  of  Traffic  rated 
higher  than  other  ce.ptsins.   There  are  also  directors  of  other 


-5- 
unlts;   Criminal  Information,  Bureau  of  Specle.l  Services  and 

Personnel.  There  is  £.  Department  Secretary  with  a  ve.riety  of 

functions.   In  this  report  reccmiriendation  is  made  for  a  new 

nomenclature  and  simpler  organization  than  that  demcoided  by  the 

Charter,  We  recommend  four  positions  of  Deputy  Chief,  a  Captain 

of  Bureau  of  Special  Services  (vice),  a  Captain  of  Personnel,  a 

legal  aid  and  a  clerical  pool  to  report  to  the  Chief  of  Police, 

These  organizational  changes  must,  of  course,  face  the  hazards  of 

Charter  change  before  they  caji  be  effected. 

An  organizational  change  which  probably  does  not  require  a 
Charter  revision  is  in  a  strengthening  of  the  position  of  super- 
vising capte.in.   Placed  in  charge  of  the  nine  districts,  the 
supervising  captain  has  become  bogged  down  in  personnel  matters, 
the  arrangements  of  parades,  and  the  general  ebb  and  flow  of 
office  routine.  Vigorous  supervision  end  field  training  require 
that  additional  captains  be  assigned  to  the  supervising  captain 
to  aid  him  in  the  performance  of  inside  cjid  outside  duties,  both 
I  day  and  night.   Herein  we  recommend  that  one  captain  be  in  charge 
of  the  office  routine,  parades,  and  so  forth  for  the  supervising 
captain,  and  that  two  captains  serve  as  night  supervisors  for  the 
Uniformed  Force,  and  perhaps  as  representatives  of  the  Chief  while 
they  are  on  duty.  Arranging  their  hours  of  work  as  necessary,  the 
two  night  captains  between  them  whould  be  able  to  provide  staff 
supervision  of  districts  for  at  least  a  part  of  every  nights' 

Two  fairly  recent  units  have  been  added  to  the  department 
organization:   the  Intelligence  Unit,  and  Plajining  and  Research. 
Each  wcs  given  independent  status  by  the  Chief  who  created  it: 
presumably  a.  pride  of  paternity.   From  the  standpoint  of  coherent 
organization  this  report  recommends  that  each  be  fitted  into  the 
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structure  of  ms-jor  units,  th£t  the  Intelllgonce  Unit  be  made  a 

part  of  the  CriminE.l  Investigation  Bures^u,  and  that  Planning  and 
Research  be  enfolded  with  the  coirjuand  of  the  Deputy  for  Admini- 
strations  Other  organizationcl  changes  for  subordinate  units 
are  recommended  in  the  body  of  this  report, 

SSvn  Francisco  has  the  highest  paid  police  department  in  the 
country.   It  is  also  becoming  one  of  the  best  equipped.  The 
present  City  administration  has  replaced  automotive  equipment  at 
a  commendable  re.te,  is  providing  modern  communications  equipment 
^.  as  this  is  written,  and  appears  willing  to  continue  a  program 
of  expenditures  commensur&te  with  the  need  for  effective  police 
service.  Additional  automotive  equipment  is  needed  for 
supervisory,  patrol,  and  investigative  purposes,  for  without  it 
street  supervision  of  motorized  units  will  continue  to  be  at  a 
fairly  low  level.  District  captains  require  radio  equipped 

fc  vehicles  for  supervisory  purposes,  district  watch  lieutenE.nts  can 

P 

only  become  effective  commcjidors  if  they  are  on  the  street  and  in 

touch  with  the  changing  situs t ion,  and  patrol  sergeants  must  remain 

i 

ignorant  of  patrol  car  techniques  if  they  are  forced  to  remain 
on  foot,  Todey  perhaps  90;^  of  police  action  is  hejidled  by  patrol 
cars;  it  is  thus  unrealistic  to  continue  to  attempt  street 
supervision  by  any  other  means. 

Foot  patrol  is  the  most  effective  type  of  police  coverage 
when  it  is  limit^ed  to  small  beats.   It  is  also  the  most  expensive 
patrol.   There  is  a  continuing  temptation  to  make  the  beats  of 
foot  patrolm.en  ever  larger,  with  the  thought  of  satisfying  some 
storekeeper  or  home  owner  with  foot  coverage.  The  procedure  mey 
be  politic,  but  it  is  not  professional.   Policemen  know  which 
areas  have  a  sufficient  crime  potential  to  warrant  foot  coverage ; 
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and  they  know  thc-t  those  trees  must  be  patrolled  intensively 

to  achieve  mere  than  a  semblcnce  of  crime  prevention.  Many 
of  the  beats  in  S£-n  Francisco  wore  established  scmetime  ago 
without  regard  to  the  pattern  of  hazards  involved.   In  conse- 
quence mcjiy  beats  cover  a  small  fraction  of  a  hazard  area,  £jid 
in  addition,  a  larger  area  which  is  unsuited  to  foot  patrol. 
Since  this  method  requires  many  beats  to  converge  on  a  he.zard 
area,  more  beats  are  required  ths^n  would  be  the  case  if  only 
the  proper  beat  were  established.   Since  there  are  thus  too 
many  beats,  there  are  insufficient  men  to  man  them,  A  natural 
consequence  is  that  two  big  beats  are  grouped  together,  tnd  one 
man  required  to  cover  all  of  ea^ch.  The  result  is  insufficient 
foot  patrol  in  high  hazard  areas.   This  report  recommends  a 
complete  realignment  of  beats  to  more  closely  conform  to  the 
hazard  pattern,   Even  so,  about  the  same  number  of  men  will  be 
required  for  foot  patrol  assignraent» 

Assignments  to  the  Bureau  of  Inspectors  (detectives)  are  by 
Charters  made  by  the  Chief  of  Police,  After  at  least  two  years 
V   as  an  Assistant  Inspector,  a  man  may  be  appointed  an  inspector. 
Once  appointed  an  inspector  he  carjiot  be  reduced  except  through 
formal  disciplinary  proceedings.   There  is  a  general  conviction 
among  members  of  the  department  of  all  ranks  that  appointments 
to  the  Bureau  of  Inspectors  have  in  the  past  been  for  other 
th£ji  merit  ree^sons,   ''^hile  efforts  may  be  made  to  correct  the 
factors  in  appointment  from  time  to  time,  it  is  difficult  to 
visualize  any  permanent  progress  unless  and  until  two  steps  exe 
taken:  that  appointments  be  mrde  only  et   the  request  of  the 
Chief  of  the  Detective  Bureau  after  an  adequate  trial  coad   error 

period,  snd  secondly,  that  the  Charter  be  revised  to  permit 

I 

reduction  from  inspector's  rajik  upon  the  decision  of  the  Chief 
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of  Police  end  reccmmendatlon  of  the  Chief  of  Detectives.   Given 

a  system  for  the  selection  and  retention  of  detectives  as  has 

existed  in  New  York  City  for  many  years,  the  Bureeu  of  Inspectors 

could  become  more  effective  than  it  is  now,  possible  with  less 

me.npower.   ATalle  the  report  presents  various  recommendations  for 

improvements  in  the  Bureau  of  Inspectors,  particularly  Increased 

supervisory  control,  there  is  actually  little  that  administration 

can  do  to  Improve  the  Bureau  under  the  present  Charter, 

Closely  allied  with  the  Detective  Bureau  is  the  Juvenile  . 

Bureau,   Operationally  the  juvenile  should  be  considered  a 

specialized  wing  of  the  criminal  investigation  process,  and  this 

report  recomm.ends  an  organizaitional  relationship  with  the 

Detective  Bureau «  While  the  bureau  maintains  no  work  load  records 

of  its  own  activities  as  distinct  from  Juvenile  activities  of  the 

bureau  of  Inspectors  or  districts,  personal  observation  suggests 

that  the  Juvenile  Bureau  is  seldom  Involved  in  Im.portejat  juvenile 

Investlgatlonse   Many  investigations  involving  juveniles  are 

normally  hejidled  by  the  district  radio  cars  in  the  first  Instance, 

and  by  the  various  detective  units  on  follow  up.   This  at  least 

should  leave  the  Juvenile  Bureeiu  free  to  conduct  adequate  and 

necessary  patrol  of  pla.ces  frequented  by  juveniles  such  as  bowling 

alleys,  corner  stores,  school  dances  and  so  forth.  The  fact  is 

that  little  patrol  is  accomplished  by  the  Juvenile  Bureau,  the 

m.a.jor  frsicticn  of  their  effort  being  devoted  to  follow  up  on  the 

pettiest  kind  of  cases,  many  of  which  should  not  be  followed  at 

all.  Though  nine  policewomen  are  nominally  assigned  to  the  bureau, 

none  of  them  are  conducting  the  active  police  functions  which  one 

would  expect.   All  rre  utilized  on  clerical  work  solely,  though 

they  receive  the  same  pay  and  pension  a.s  a  policeman.  Definitely 

a  better  use  of  the  policewomen  is  desirable. 
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While  this  survey  wr.s  in  progress  en   organizrtion  which  does 

traffic  evcluations  by  mail  produced  a  report  which  was  highly 
critical  of  the  traffic  division  on  San  Francisco ,   Actually, 
based  upon  personal  observation,  it  is  our  considered  opinion 
that  this  City  has  one  of  the  best  amd  most  alert  traffic  units 
in  the  nation.   In  relation  to  the  district  personnel,  the  traffic 
division  is  over  staffed,  but  is  performing  its  function  well, 
and  its  personnel  are  frequently  present  to  help  the  district 
radio  cars  on  major  calls.  The  complex  relationships  and 
specialized  units  of  the  division,  and  the  variety  of  recommend- 
F.tions  made,  should  not  obscure  the  fact  that  an  outstanding  job 
is  being  done  by  men  who  understand  far  more  about  traffic  safety 
than  many  of  their  self-appointed  advisers. 

One  of  the  problems  in  a  survey  of  this  type  is  the  determi- 
nation of  the  number  of  policemen  who  are  not  assigned  to  any 
productive  police  function.   There  is,  of  course,  a.lways  room  for 
debate  as  to  whether  a  patrol,  a  detail,  or  a  fixed  post  is 
necessary  in  a  particular  location.  As  a  part  of  the  survey  we 
have  evaluated  the  need  for  each  such  post,  and  presented  our 
conclusions  thereon,  A  class  of  deto.il,  however,  which  calls 
for  administrative  action  is  that  which  contines  from  yeavr  to 
year  for  the  benefit  of  another  city  agency  or  department c   Such 
assignments  may  aid  another  department  to  show  results  without 
a  budgeted  cost,  but  they  are  at  the  expense  of  the  police 
protection  of  the  city.  There  c.re  at  least  tt^n  such  assignments 
made  regularly  by  the  police,  which  if  the  annual  salary  and 
pension  cost  of  a  policeman  is  assumed  to  be  ^8,000^00,  cost 
the  police  budget  f;805  0OO,00  a  year.   These  positions,  for  the 
benefit  of  other  agencies  are:  day  and   night  guart  for  Treas- 
urer's Office,  four  men  plus  two  for  relief  day  off,  etc.. 
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Housing  Authority,  one;  Chief  Admlnlstrc.tive  Officer,  one; 

Park  Doptrtment,  on<j   to  help  collect  money  froir,  concession 

operators,  end  one  to  shoot  unwanted  animals  in  the  parks, 

„      The  Police  Departiaent  has  a  very  ccmplete  record  system, 
a  great  amount  of  effort  being  devoted  to  its  preparation  s-nd 
maintenance.   Summaries  are  prepared  dally  and  monthly  on 
various  criminal  and  traffic  activities  and  made  available  to 
administrative  personnel.   In  reviewing  these  summaries  we 
found  that  only  a  small  fraction  of  the  information  was  actually 
useable,  and  in  consequence  consulted  with  several  responsible 
division  chiefs  to  learn  how  these  sum.maries  were  used«  The 
reaction  was  that  they  viewed  the  data  periodically  to  determine 
"trends"  but  none  could  name  any  trend  which  they  had  ever  found 
from  the  data,  nor  could  they  show  how  trends  with  conclusions 
useful  to  administration  could  be  adduced.   Superficially  the 
records  system  is  modern,  complete  with  punch  cards  a.nd  summar- 
ies. Actually  it  appears  to  consume  a  great  deal  of  effort  to 
no  useful  purpose.  An  equally  useful  system  could  be  designed 
based  upon  the  hand  tally  of  a  few  accepted  indices  of  police 

"  activity,  at  less  cost.   Permit  us  to  make  a  point  clear;  the 
failure  of  the  records  system  to  produce  useful  information  is 
not  the  fault  of  the  persons  who  operate  the  system,  it  is  not 
the  fault  of  the  adm.lnlstrators  who  wish  to  use  the  system,  it  is 
the  lack  of  our  present  knowledge  of  proper  indices  of  police 
activity;  as  police  administrators  we  do  not  know  the  proper 
manner  to  present  information  to  a  machine.   Police  admlnis tractors 
in  the  past  attempted  to  move  too  far,  too  fast,  on  police  records 
without  sufficient  knowledge  of  the  problems  Involved,   In  this 
report  we  cannot  propose  a  better,  more  informative  system,  we  can 
only  suggest  that  the  few  useful  bits  of  information  can  be  more 
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easily  collectecl;  or  to  urge  pioneer  xMcrk  In  the  m&chlne  records 
field. 

From  time  to  time  questions  may  have  been  raised  as  to  whether 
the  Police  Commission  in  Sfn  Prs^ncisco  should  be  sbolished,  as 
has  been  done  in  meiny  cities  in  the  past.  The  c.rgument  generally 
might  run  that  without  a  Commission  a  police  chief  could  deal 
directly  with  the  administrative  head  of  the  City,  as  a  professional 
man  dealing  with  an  elected  official.   In  san  PrJ^ncisco,  at  this 
time,  we  believe  that  any  change  in  the  role  of  the  Police  Commission 
would  be  most  unfortunate.  An  extremely  able  group  of  men  devote 
time  to  the  promotion  of  the  public  safety  which  they  can  ill 
afford.  Many  of  the  accomplishments  of  the  recent  past  undoubtedly 
should  be  credited  to  the  Commission,   Only  four  American  cities 
now  have  Police  Comimissions,   Two  of  these  cities  probably  have 
the  best  and  second  best  police  depa.rtments  in  the  country,  and 
the  other  two  are  improving  their  departmients  commendably. 

Organization 
Orgejiization  is  the  connective  filiment  between  the  depart- 
mental administrator  and  the  op.. rating  units,,   It  is  necessary 
f  because  no  one  man  can  direct  the  efforts  of  seme  I7OO  persons 
whose  activities  are  varied,  whose  hours  of  work  extend  through- 
out the  day  and  night,  whose  work  goes  on  through  holidays,  and 
whose  places  of  employment  are  spread  over  40  square  miles  of 
compact  city.  The  art  of  grouping  these  persons  to  assure  the 
effective  performejnce  of  the  organizational  objectives  requires 
a  knowledge  of  the  problems  involved  as  well  as  a  few  simple 
principles.   In  this  survey  a  great  auiount  of  time  ecad   effort  was 
devoted  to  determining  the  needs  of  the  operating  units,  their 
problems  cjid  their  methods,  with  the  thought  of  properly  applying 
the  principles  of  organization. 
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Persons  c-ccustomecl  to  dealing  with  orgsoilzatlonal  problems 

still  do  not  c-lways  r.groe  upon  a  proper  application  of  the 
principles  in  a  given  problerao   The  orgx.nizatlon  recommended  in 
this  report  follows  no  specific  text,  is  not  patterned  after  any 
particular  police  department,  but  does  represent  the  surveyor's 
opinion  of  the  best  structure  for  San  Frcoicisco  in  order  to  pro- 
vide a  chain  of  control  between  the  elected  officials  of  the  city 
and  the  individual  policeman  walking  a  beat,  sjiswering  a  C£dl  for 
help,  or  conducting  an  investigation. 

There  are  but  three  types  of  organi:;ation  which  can  be 
applied  to  a  police  department,  and  they  are  dictated  by  the 
nature  of  the  service:  organization  by  function  (traffic, 
detectives,  records,  etc.),  organization  by  time  (day  watch, 
evening  watch,  and  midnight),  and  by  location  or  area  (central 
district,  southern  district,  and  so  forth).   No  police  department 
can  be  organized  on  the  basis  of  any  one  of  these  types  solely, 
but  rather  the  three  must  be  woven  together  so  as  to  apply  all 
the  types  of  control  to  each  policeman,  the  level  of  control 
being  determined  by  the  specific  problems  of  the  cltyo   Herein 
rests  the  weakness  and  the  strength  of  a  recommended  or  existing 
organization  structure:  try  as  we  might,  we  cannot  Judge  it  by  a 
formula  or  check  list;  the  real  test  is  in  the  results. 

(  Judged  by  a  performance  standard  the  organization  of  the 
depe.rtment  is  workable,  but  not  the  best.   Though  great  improve- 
ments in  control  were  achieved  by  the  department  while  the  survey 
was  in  progress,  we  have  good  reason  to  believe  that  irregularities 

In  conduct  and  procedure  had  existed  over  a  period  of  time  without 
the  knowledge  of  the  department  administrators.   An  analysis  of 

radio  logs  showed  excessive  meal  periods  for  radio  cars,  and  abuse 

of  "201"  (out  of  service)  privileges.  There  were  reports  that  in 
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at  least  one  station  all  patrolrnen  disccntinued  their  patrol 

about  two  o'clock  in  the  morning  to  have  a  station  card  game. 
These  things  occurred  after  the  survey  started,  and  they  hurt 
police  prestige  in  the  ccinii^vjnity ,  None  of  these  occurrences 
were  dene  at  the  desire  of  the  Police  Cotnmlsslon  or  the  top 
administrators  in  the  department,;  quite  the  reverse.   The  elected 
officials  of  the  city  administration,  and  the  department  admini- 
strators desire  above  all  else  a  professional  police  department 
to  serve  the  public  safety  with  honor  and  respect.  The  connective 
tissue  between  the  top  and  the  base  of  the  pyramid  of  organization 
i  ■   was  poorly  woven,  and  in  consequence  men  with  p-reat  ability  and 
good  intent  were  thwarted  for  a  while a 

'■The  basic  organizational  structure  of  the  police  department  Is 
established  by  the  City  Charter.  The  Chief,  the  Deputy  Chief,  the 
department  secretary,  and  the  director  of  special  services  (vice 
squad)  m.ay  be  appointed  without  civil  service  process;  and  by  the 
same  token  can  be  returned  to  their  original  status  without  civil 
service  process.  Likewise  the  director  and  "captain"  of  traffic 
may  be  of  lieutenant's  rank  or  higher,  a  sergeant  or  higher  may 
be  the  director  of  criminal  information  (communications  and  records) 
and  a  lieutenant  or  higher  is  the  director  of  personnel. 
All  of  these  positions  received  additicnal  compensation  above 
that  of  the  lowest  eligible  rank,  none  provide  civil  service 
qualification  except  for  the  minimiun  rank,  and  none  provide  civil 
service  security  for  incumbents,  except  for  the  minim.um  rank«J 
Today  an  effective  team,  has  been  assembled,  but  an  elective  over- 
turn could  shatter  the  control  of  key  positions,  if  not  from 
malice,  perhaps  from  avarice. 

There  are  three  mem.bers  of  the  Police  Ccm.mlssion,  appointed 
and  removable  by  the  Mayor.  Subordinate  to  the  Police  Commission 
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Is  the  CcirjElssicn  secretary,  a  sergeant  at  present,  a  civilian 

clerk,  the  Chief  of  Police  and  the  Director  of  Traffic.  Though 

the  Charter  specifies  that  traffic  shall  be  under  the  Commission 

rather  than  the  Chief,  the  Police  CcTrffiission  has  sensibly  directed 

that  the  traffic  divisicn  be  considered  a  part  of  the  cotr.rr.and  of 

the  Chief o 

Eleven  units  are  directly  subordinate  to  the  Chief  of  Police, 

and  the  unit  heads  report  directly  to  the  Chief,  These  units  are: 

Deputy  Chief,  who  also  dlre<3ts  the  legal  departiient. 

Departir.ent  Secretary,  who  has  general  office,  permits, 

accounting,  the  range,  city  prison,  property  clerk 

the  inspector  of  motor  vehicles,  and  the  horse 

stables « 

Director  Bureau  Personnel,  who  has  personnel  records,  personnel 

investigations,  the  police  academy,  and  the  police 

surgeon. 

Director  Bureau  of  Criminal  Information,  who  has  the  central 

records  file,  statistical  divisicn,  and  the 

communications  division» 

Director  Bureau  of  Special  Services,  who  has  the  ccntrcl  of 

commercialized  vice,  gambling,  narcotics,  and 

prostitutiono 

Director  cf  Traffic,  who  has  a  variety  of  subordinate  units. 

Chief  cf  Inspectors,  who  has  the  detective  bureau,  crimie 

laboratory  and  identif Icatirn  (fingerprint)  bureau. 

Supervising  Captain,  who  is  in  charge  cf  9  district  stations. 

Captain  Juvenile  Bureau,  for  limited  investigations  on 

Juveniles  r. 

Sergeant,  Planning  and  Research,  which  reviews  procedures. 

Assistant  Inspector  Intelligence,  which  keeps  records  on 
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hoodlums  who  tray  not  live  or  operate  in  San 

Francisco . 

Much  of  the  original  thinking  on  organization  has  been  done 
by  the  military  services.   The  soldier  or  sailor,  due  to  the 
hazards  in  combat,  attempts  to  organize  each  command  position  in 
depth;  that  is  for  each  command  position  there  is  an  organization- 
ally designated  assistant  to  step  into  the  leader's  place  when  he 
falls,  and  to  press  on  with  the  attack.  This  assumption  of 
casualties,  is  possibly  essential  to  the  military  organizer.  The 
establishment  of  an  organization  doctrine  to  meet  the  contingency 
does  however  introduce  weaknesses:  It  lengthens  the  chain  of  command, 
it  designates  two  m,en  of  unequal  authority  to  perform  one  man'  s 
Job,  it  often  creates  internal  frictions,  and  it  is  based  on 
the  assumption  that  the  ccmmand.er  and  his  assistant  will  fall 
for  military  rather  than  political  reasons. 

The  problem.s  of  police  casualties  are  quite  dissim.llar 
from  those  of  the  military.  While  the  grim  reaper  m.ay  strike  at 
any  tim.e,  there  is  no  needs  to  provide  for  an  instant  and  auto- 
matic succession  in  the  police  service.  There  is  always  an 
opportunity  for  the  proper  authorities  to  meet  and  to  select 
the  successor.   In  the  hi^,her  command  positions,  especially 
those  not  covered  by  civil  service,  the  "casualties"  are  more 
likely  to  be  due  to  a  political  overturn,  and  therefore  "Carry 
away"  the  assistant  as  well  as  the  commander.   Some  departments 
attempt  to  provide  for  the  contingency  of  political  overturn  by 
designating  the  comjnander  and  his  deputy  as  being  of  opposing 
political  loyalty,  but  that  can  only  carry  the  difference  into 
the  department  itself o 
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(The  City  Charter  has  imposed  the  military  organization 

doctrine  upon  three  top  positions  in  the  San  Francisco  Police: 
the  Chief  has  a  Deputy  Chief,  the  Director  of  Traffic  has  a 
Captain  of  Traffic  and  the  Chief  of  Inspectors  has  a  Captain  of 
Inspectors.  The  weaknesses  of  the  doctrine,  when  applied  to  police 
service,  were  evident  during  the  survey.   It  has  been  the  police 
experience  that  a  shorter  chain  of  command  than  that  imposed  '•^y 
the  Charter  is  desirable.   In  some  departments  the  Chief  will  be 
best  served  by  a  series  of  subordinate  commanders  in  charge  of 
shifts  (night  chiefs),  in  other  departments  the  best  organization 
Is  on  an  area  basis  (troops  or  districts)  while  In  still  others 
organization  will  be  on  a  basically  functional  basis  (traffic, 
detectives,  etc),,  All  departments  must  combine  these  types  of 
control  at  some  level,  and  that  Is  the  art  of  organization* 

Considering  the  top  control  positions  only  in  San  Francisco, 
It  appears  that  the  City  will  be  best  served  by  functional 
organization,  with  other  types  of  control  being  provided  at 
other  levels.  On  this  basis  the  activities  of  the  department 
I  group  themselves  into  four  major  catagorles:  districts,  traffic, 
detectives,  and  administration.   It  is  recommended  that  the 
Charter  be  amended  to  provide  four  deputy  chiefs  (if  that  is 
the  preferred  term)  to  be  of  equal  rank,  but  subordinate  in 
rank  to  the  Chief.   The  units  which  should  then  be  placed 
subordinate  to  each  are  discussed  elsewhere  in  this  report,, 
In  addition,  four  specialized  functions  should  report  directly 
to  the  Chief:   clerical  unit,  personnel,  vice,  and  legal.  Though 
each  of  these  cculd  be  fitted  into  a  four  deputy  scheme  as  subor- 
dinates of  a  deputy,  it  appears  that  the  relationship  between  the 
chief  and  the  heads  of  these  specialized  activities  is  so  close, 
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and  the  number  of  persons  Involved  in  each  is  so  small,  that 
it  is  an  act  of  realism  to  recognize  their  separate  entity  at 
the  top  level  of  organization. 

Closely  allied  to  the  problem  of  organizatioaRl  control  is 
that  of  selection  and  removal  of  command  personnel.   One  method, 
and  that  which  is  specified  in  the  Charter,  might  be  characterized 
as  the  "easy  come  easy  go"  method.  The  proponents  of  this  method 
reason  that  the  characteristics  of  top  commanders  are  not  deter- 
minable by  examination  or  the  normal  promotional  methods.   For 
many  reasons  an  extremely  able  man  maj'-  be  serving  in  a  lower  rank, 
while  the  higher  ranks  may  be  barren  of  leadership  ability. 

\    Assuming  the  most  honorable  of  motives,  proponents  of  the  "easy 
come,  easy  go"  method  of  selection  thus  argue  for  unrestricted 

{  appointments  to  high  command  position,  and  for  a  similar  easy 
dismissal  from  high  rank^  At  times  the  method  produces  a  really 

'  outstanding  leadership  team,  but  by  the  logic  of  the  system,  that 
team  may  be  removed  by  the  whim  of  an  elected  or  appointed  official, 
The  pressure  of  an  alerted  public  opinion  is  its  only  safeguardo 

In  many  cities  a  reverse,  and  we  believe  equally  undesirable, 

k  extreme  has  been  instituted.  Those  cities  force  the  selection 
and  retention  of  command  positions  into  a  civil  service  pattern 
which  allows  no  latitude  for  the  recognition  of  demonstrated 
ability,  nor  does  it  envisage  removal  from  high  command  except 
for  the  most  serious  of  offenses.   It  has  been  our  observation 
that  the  purely  civil  service  methods  of  selection  may  produce 
poor  administrators,  they  made  produce  fair  administrators,  but 
seldom  outstanding  administrators.   Elsewhere  in  this  report  this 
same  problem  will- be  discussed  in  connection  with  the  San 
Francisco  system  for  the  selection  of  sergeants,  lieutenants, 
and  captains  which  is  a  tight  pure  civil  service  system  without 
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regard  to  merit. 

Clearly,  our  objective  In  the  formulation  of  a  method  for 
the  selection  and  retention  of  top  command  personnel  must  be  a 
compromise,  a  middle  of  the  road  method  without  extremes.   Since 
the  position  of  Chief  is  concerned  more  with  policy  than  with 
technical  operations,  the  City  Charter  Is  probably  on  sound  ground 
In  permitting  the  Police  Commission  complete  latitude  in  the 
employment  and  the  dismissal  of  the  Chief  of  Police  (section  35.1). 
If  the  four  positions  of  Deputy  Chief,  herein-  proposed,  are  to  have 
continuity  they  must  have  tenure.   If  they  have  tenure  they  must  be 
i  ■  promotive  from  the  rank  of  captain,  and  be  removable  only  for 
misconduct  or  for  inefficiency.   If  they  are  to  be  promotive,  the 
method  must  be  superior  to  that  used  for  subordinate  ranks.  Any 
written  examination  could  be  but  a  rehash  of  prior  written  exami- 
nation questions,  and  in  conseo^uence  a  written  examination  is 
not  recommended  for  the  selection  of  Deputy  Chiefs.   Seniority  as 
among  candidates  for  such  high  position  would  presumably  be 
adequate  and  approximately  equal,  thus  seniority  is  not  an 
appropriate  factor.   Meritorious  service  awards  are  not  normally 
available  to  higher  commanders,  as  they  are  Intended  to  apply  to 
active  on-the-street  personnel.  By  elimination  then  it  appears 
that  the  only  grounds  upon  which  a  Deputy  Chief's  examination 
can  be  conducted  are  by  an  oral  examination  before  an  impartial 
out-of-town  board  of  police  administrators,  and  possibly  by  a 
merit  rating  of  the  Chief  of  Police, 

Of  the  two  available  methods  for  selection  of  Deputy  Chiefs, 

the  oral  board  appears  to  be  the  most  promising.  Given  perhaps 

of 
20  captains,  a  board/outside  police  administrators  could  be 

cESsembled  to  conduct  the  examination.  These  examiners  should 

be  men  of  unquestioned  integrity,  wide  police  administration 
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called  upon  to  conduct  an  Investigation  while  we  were  present. 
It  appears  that  the  crime  prevention  detail  could  become 
a  truly  elite  criminal  catching  unit.  Given  a  edund  ioctrine, 
imaginative  supervision,  and  adequate  manpoxver  its  patrol  and 
observation  methods  could  rid  the  City  of  a  significant  amount 
of  crime o  The  watching  of  auto  and  other  premises  from  an 
unmarked  car  is  especially  promising,  as  is  the  patrol  of  alleys 
and  the  questioning  of  persons  who  may  appeal  to  the  "cop  sense" 
of  experie  need  policemen.   No  honest  citizen,  no  City  officer 
should  object  to  being  asked  to  identify  himself  to  the  police; 
professional  police  do  not  arrest  without  reason.   Such  questions 
can  however  preven;t  crime.   One  night  while  we  were  with  the  "CP" 
the  team  stopped  a  man  coming  through  an  alley  late  at  night.   He 
identified  himself  and  was  allowed  to  proceed,  but  during  the 
questioning  a  male  juvenile  came  through  the  alley  also.  When  he 
was  searched  he  was  found  to  have  in  his  position:   five  rounds 
of  forty-five  ca.liber  pistol  ammunition,  five  rounds  thirty-eight 
caliber  pistol  ammunition,  five  rounds  twenty-five  caliber  pistol 
ammunition,  and  five  rounds  twenty-two  caliber  ammunition.   His 
explanation  for  his  possession  of  this  variety  of  ammunition  was 
demonstr8,ted  to  be  untrue  and  he  was  arrested.   His  record  showed 
that  he  had  been  arrested  several  times  previously  for  robbery,  Itle 
present  that  any  honest  person  would  prefer  to  be  questioned  by 
the  police  to  being  robbed  by  an  armed  band  of  juveniles.  The 
positions  present  and  recommended  in  the  crime  prevention  detail 
are  as  follows : 

Captain  crime  pr^^vention;  none  at  present,  should  be  in 

command  on  the  stre>jt  at  night. 

Lieutenant  crime  prevention;  one  fi'om  four  in  the  after- 
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experience,  and  without  possible  prejudice  for  or  against  admini- 
stration experience,  and  X'.jithout  possible  prejudice  for  or  against 
any  candidate.   Their  examination  should  be  aimed  at  developing 
a  list  of  eligibles  of  perhaps  five  names,  from  which  the  appointing 
authority  should  be  free  to  select  any  candidate  for  appointment. 
Since  a  list  may  be  expected  to  expire  in  four  years  or  less  the 
process  would  be  repeated  approximately  on  that  cycle. 

As  the  Charter  is  now  written,  and  as  appointments  to  key 
positions  have  been  made,  there  are  practical  difficulties  in 
effecting  tenure  for  Deputy  Chiefs,  Any  member  of  the  department 
is  now  eligible  to  be  Deputy  Chief,  Director  of  Sji'eclal  Services, 
or  the  Department  Secretary,  At  the  same  time  any  lieutenant  is 
now  eligible  to  be  Firector  of  Traffic  or  Captain  of  Traffic  or 
Director  of  Personnel,  Any  sergeant  may  be  Director  of  Criminal 
Information,  A  restriction  In  eligibility  by  Charter  to  Captains 
would  work  a  real  or  imagined  harm  to  some  members  of  these  ranks. 
The  usually  accepted  method  for  dealing  with  this  type  of  trans- 
ition is  to  cover  in  Incumbents  without  regard  to  their  newly 
defined  qualification.   Clearly  the  recommendations  in  this  reportk 
cannot  deal  with  individuals,  as  on   this  Important  matter  of 
organization  several  years  may  pass  before  any  Charter  revision 
can  become  operative,  and  the  manner  of  dealing  with  the  existing 
situation  would  be  a  part  of  the  Charter  change.   It  would  appear 
that  any  incumbent  of  the  positions  of  Deputy  Chief,  Chief  of 
Inspectors,  D'irector  of  Traffic,  and  Supervising  Captain  should  be 
reappointed  as  one  of  the  Deputy  Chiefs  recommended,  but  that 
replacements  should  be  by  the  oral  board  method  herein  recommended. 

While  tenure  is  an  objective  of  these  recommendations  relating 
to  the  four  Deputy  Chiefs,  there  should  yet  be  latitude  for  the 

I  „.,  „  ».„„  „.  ..„„.. ..  ...... ...  „„..  „„.„. 
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Changes  in  departmental  problems  or  in  the  experience  of  the 
Deputy  Chiefs  themselves  might  dictate  shifts  from  time  to 
time  by  the  Chief „ 

It  is  our  opinion  that  the  activities  of  the  Bureau  of 
Criminal  Information,  which  now  is  directly  subordinate  to  the 
Chief,  can  be  properly  combined  with  the  Administrative  Bureau 
to  constitute  the  position  of  Deputy  Chief  for  Administration. 
The  f unctioiss  of  Arsenal  and  Range,  now  under  the  Department 
Secretary  could  more  properly  be  assigned  to  the  Captain  of 
Personnel,  while  the  Vehicle  Inspection  function  which  is  now 

I  located  in  the  General  Office  (but  shown  on  a  recent  organization 
chart  as  being  In  Traffic)  does  in  fact  belong  in  Traffic, 

At  present  the  Juvenile  Bureau  is  directly  subordinate  to 
the  Chief.  As  will  be  demonstrated,  that  Bureau  is  in  need  of 
administrative  attention  to  coordinate  its  efforts  with  those  of 
the  other  more  generalized  arms  of  the  department.   Since  the 
investigation  of  offenses  by  or  against  juveniles  is  a  normal 
part  of  the  investigative  process,  and  requires  the  same 

V    administrative  control  as  any  other  detective  squad,  it  is  re- 
commended that  the  Juvenile  Bureau  be  made  organizationally  sub- 
ordinate to  the  Ceputy  Chief  for  Investigations, 

The  Intelligence  Unit  is  a  newly  formed  bureau  directly 
subordinate  to  the  Chief.   Its  purpose  is  to  maintain  records 
sent  from  other  Western  cities  on   known  criminals  who  seldom 

I:  fall  Into  police  hands.   The  unit  does  conduct  some  investigations 

I  on  hoodlums  in  San  Francisco  for  other  departments.   If  there  is 
a  need  for  an  intelligence  unit,  in  addition  to  o1;>.h^r  police 
investigative  and  records  keeping  units,  then  it  should  be  made 
organizationally  a  part  of  the  command  of  the  Deputy  Chief  for 
Investigations. 
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Apparently  the  purpose  of  the  Planning  and  Research  Unit, 
when  it  was  established  several  years  ago,  was  to  conduct 
department  wide  organizational  operational  and  administrative 
studies.  The  Intent  is  most  commendable,  as  a  major  department 
such  as  in  San  Francisco  should  try  to  do  its  ovjn  self  analysis. 
There  appears  to  be  no  good  reason  for  Planning  and  Research  as 
it  has  been  utilized  to  continue  a  separate  existance,  reporting 
only  to  the  Chief,   It  is  recommended  that  the  Unit  be  made  a  part 
of  the  command  of  the  Deputy  for  Administration, 

The  Lega,l  Department  is  subordinate  to  the  Deputy  Chief.   It 
would  be  possible  from  the  standpoint  of  organization  to  continue 
the  department  as  subordinate  to  the  Deputy  Chief  for  Administration. 
However,  the  relationship  between  a  Chief  and  his  legal  advisor 
should  be  a  daily  consultations   In  this  light,  the  position  of 
Legal  Department  should  report  directly  to  the  Chief,  and  be 
filled  by  any  member  of  the  police  department  selected  by  the 
Chief. 

While  no  change  in  organizational  relationship  to  the  Chief 
is  recommended  for  the  Director  of  the  Bureau  of  Special  Services, 
or  the  Director  of  the  Bureau  of  Personnel,  at  present  both  of 
these  positions  may  by  Charter  be  filled  with  men  of  less  than 
captain's  rank:   any  member  may  be  Director  of  Special  Services, 
and  any  lieutenant  may  be  Director  of  Personnel,   Since  these 
positions  pay  more  than  the  lowest  eligible  rank,  unnecessary 
turnover  would  be  minimized  if  both  were  classified  for  captains. 

Many  of  the  important  recommendations  in  this  section  on 
organization  require  Charter  revisions.  They  cannot  be  effected 
without  such  revisions,  and  the  connective  fabric  between  the 
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'  police  administrators  and  the  operating  units  cannot  be  perm- 
anently Improved  until  the  revisions  are  effected o   Since  any 
Charter  change  would  require  at  least  a  year  after  this  is 
written  to  become  effective  no  implication  of  criticism  of  the 
persons  concerned  with  police  administration  should  be  inferred „ 
This  survey  was  instigated  by  these  persons,  elected  and  appoint- 
ive, and  in  consequence  is  a  report  to  them  and  to  those  who  care 
to  read  it.   It  is  the  report  of  the  truth  and  best  advice  as  we 
have  been  given  to  see  it, 

/   The  organization  structure  of  the  department,  at  present 
and.  proposed  is  summarized  as  follows : (lines  of  Identation  indicate 
llines  of  authority) , 
Present 

Mayor  Mayor 

■  Police  Commission  3  members     Police  Commission  3  members 
Chief  of  Police  Chief  of  Police 

Deputy  Chief  Deputy  Chief  Administration 

Legal 
Chief  of  Inspectors 
Supervising  Captain 
Director  of  Traffic 

"   Criminal  Information 

"  Personnel  Captain  Personnel 

"   Special  Services  "     Special  Services 

Department  Secretary  Legal  Department 

Clerical  to  Chief  and  Chauffeur 
Captain  Juvenile 
Planning  and  Research 
Intelligence  Unit 
Secretary  Police  Commission  Secretary  Police  Commission 

Criminal  Investigation 

Crime  in  San  Francisco:  San  Francisco  probably  has  more  crime- 

than  the  average  of  major  United  States  Cities,  population  considered. 

This  appears  to  be  true  based  upon  the  statistics  reported  by  San 

Francisco  and  all  other  major  cities  to  the  FBI  as  a  part  of  the 

Uniform- Crime  Reporting  system.  The  same  is  probably  true  to  a 

greater  or  lesser  degree  in  other  California  and  Pacific  Coast 


ir 
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M 
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ti 

It 

Traffic 

clties,  ¥e  cannot  tell  the  reasons  for  the  comparative  level 
of  measurable  crime  in  any  locality,  though  perhaps  the  social 
science  students  can  give  clues.   Prom  the  police  standpoint, 
M-  based  upon  information  available,  San  Francisco  and  the  sister 
Pacific  Coast  cities  do  have  a  crime  problem.   It  is  the  police 
duty  to  deal  with  thatproblem  as  best  funds  and  resourcefullness 
will  alloWe 

r 

"The  theory  behind  Uniform  Crime  Reporting  was  developed  by 
the  International  Association  of  Chiefs  of  Police  in  the  early  30 's. 
It  was  recognized  that  for  police  departments  to  compare  their 
crime  experience  the  same  classification  and  reporting  system 
must  be  used  in  each.  While  the  various  states  often  define  the 
elements  of  crime  differently,  one  from  another;  for  statistical 
purposes  all  must  define  a  burglary  (for  example)  the  same  way,  also 
all  attempts.   It  was  further  the  belief  of  the  police  chiefs  that 
a  valuable  index  of  criminal  activity  would  be  the  number  of 
particular  offenses  which  were  known  to  the  police.   The  offenses 
which  were  considered  significant  for  "known  to  the  police" 
comparison  purposes  were;  murder,  non  negligent;  manslaughter  by 
negligence;  rape,  robber,  aggr.9va.ted  assault j,  burglary,  larceny, 
and  auto  theft. 

For  comparison  between  cities  of  different  populations,  the 
number  of  offenses  known  to  the  police  in  each  can  be  divided  by 
the  population  of  the  respective  cities,  thus  yielding  the  number 
of  offenses  per  (one  hundred  thousand)  population.   This  has  been 
done  in  the  following  tabulation,  which  shows  the  number  of  part  I 
offenses  per  one  hundred  thousand  population  in  I956  for  San 
Francisco,  all  California  cities,  all  US  cities  over  250,000 
population,  and  all  Pacific  Coast  cities  over  250^000  population: 
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Offense 

Rate  per 

Rate  per 

Rate  per 

Ratti  per 

100,000 

100,000 

100,000 

100,000 

San 

us  over 

California 

Pacific  over 

Francisco 
5.6 

250.000 
6.5 

Cities 

250,000 

Murder 

4,8 

Manslaughter  10,3 

li-A 

11 

Hape 

30 

22.6 

Robbery 

169 

100.7 

113.8 

143.8 

Aggrevated 

Assault 

125 

126,5 

130.4 

169.6 

Burglary 

breaking 

672 

525.5 

822.5 

871.5 

Larceny 

1650 

1196.1 

2311c7 

2016.8 

Auto  Theft 

,  780 

31^.3 

451.9 

512.6 

I      It  will  be  noted  that  San  Francisco  is  quite  high  on  the 

t 

number  of  manslaughters,  robberies,  and  auto  thefts,  that  with 
the  possible  exception  of  murder;  it  is  as  high  or  higher  than 
the  average  of  comparable  US  cities;  and  that  it  is  higher  than 
1^  the  average  of  other  California  and  comparable  Pacific  Coast  cities 
in  murder,  robbery,  and  auto  theft.  A  review  of  annual  number  of 
offenses  known  to  the  police  since  1950  shows  a  marked  upward  trend 
in  the  aggrevated  assaults  and  all  of  the  crimes  against  property 
(robbery,  burglary,  larceny  and  auto  theft)  in  San  Francisco ^X 

Undoubtedly  the  population  makeup  in  San  Francisco  is 
changing,  and  this  certainly  has  an  influence  upon  the  amount  of 
crime.  The  "tunno^."  entrances  to  many  homes  make  burglaries  in 
progress  more  difficult  to  detect  by  neighbors  or  the  police,  and 
perhaps  there  are  factors  in  the  administration  of  jurstice  over 
which  the  police  have  no  control  which  have  had  a  bearing.  Through 
a  variety  of  possible  and  unknown  factors  a  conviction  remains 
with  us:  that  the  more  effective  use  of  police  manpower  can  reduce 
the  amount  of  crime  in  San  Francisco.   Comparisons  with  the 
average  of  other  cities  shows  San  Francisco  to  be  on  the  high 
side  in  amount  of  crime,  the  crime  trend  continues  upward;  but  the 
police  cling  to  patrol  doctrines  which  have  outlived  their  use- 
fullness.  Another  sectlin  of  this  report  discusses  patrol  distri- 
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butlon,  supervision,  and  technique.   Perhaps  the  acceptance  of 
modern  police  methods  organization,  supervision,  and  patrol  will 
produce  a  more  favorable  crime  picture  in  San  Francisco « 

Yet  another  method  for  measuring  police  criminal  activity  is 
afforded  by  comparisons  of  the  number  of  persons  arrested  and 
charged  for  various  offenses.  Again,  to  accomplish  comparisons  as 
between  cities  of  different  population  the  number  of  arrests  mi.y 
be  converted  to  "per  one  hundred  thousand"  figures.  The  basis  for 
comparison  is  San  Francisco,  1956  and  US  cities  over  250,000  in  I956, 


Offense 

Arrests 

per 

Arrests  per 

100,000 

100,000 

San  Francisco 
3.^ 

US  over  250,000 

Murder 

6o5 

Manslaughter,  negligent 

^o5 

3o2 

Sobbery 

27.5 

36o7 

Aggrevated  Assault 

23o7 

51«6 

Other  Assaults 

61^,5 

138.7 

Burglary 

35.0 

88.6 

Larceny 

163.3 

172.0 

Prostitution 

82.0 

53»0 

Other  Sex 

56.0 

51.3 

Narcotic  and  drug 

5^^,5 

kS.G 

Liquor  laws 

2^^3. 

58t0 

Driving  while  intoxi.-  f 

li^OoO 

128.8 

Disorderly  conduct 

58.5 

586.3 

Drunkenness 

4100 

1873.5 

Vagrancy 

550 

195.1 

Gambling 

78 

281.4 

It  will  be  noted  that  of  the  above  offenses,  which  are  not 
exclusive  but  only  indicative,  only  on  prostitution,  narcotic, 
drunk,  driving  while  intoxicated,  vagrancy,  and  perhaps  negligent 
manslaughter  does  San  Francisco  shov7  more  than  the  major  city 
average  number  of  arrests.  The  low  number  of  gambling  tarrests 
is  especially  striking. 

Detective  Organization:   The  head  of  the  Bureau  of  Inspectors 
is  the  Chief  of  Inspectors,  who  is  compensated  at  the  same  level 
as  a  deputy  chief.   Subordinate  to  the  Chief  of  Inspectors  is  a 
"Captain"  of  Inspectors,  seven  squad  lieutenants,  one  squad 
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^  Inspector,  three  lieutenants  of  the  crime  prevention  patrol,  one 
inspector  of  photography,  a  crime  laboratory  technician,  and.  a 
lieutenant  of  identification.   Thus  I5  supervisors  report  to  the 
Chief  of  Inspectors,  representing  a  variety  of  skills  and  hours 
of  work.   Since  the  supervisory  control  of  investigators  is 
difficult,  special  attention  organization  wise  must  be  paid  to 
detective  bureaus  to  achieve  the  quality  of  work  which  modern 
crime  detection  requires »  To  increase  supervisory  control,  a 
grouping  of  detective  activities  subordinate  to  the  Chief  of 
Inspectors  appears  desirable.   In  this  way,  the  Chief  of  Inspectors 
maySdeal  ^  directly  .with-;  a  smgille-r,-  number*  of"  officers  :of  supervisory 
raokiniatid.vthes^  I'n-'-turn  can.  de^l'-. with  the  squadrand- unit.:. chiefs,  ) 
It  is  recommended  that  these  positions  which  report  directly  to 
the  Chief  of  Inspectors  be:   Captain  of  Juvenile  (now  organization- 
ally separate),  Captain  crimes  against  property  (Auto  theft,  fraud, 
pawn  shop,  and  burglary)  Captain  crimes  against  the  person  (missing) 
persons,  general  works,  robbery  and  homicide),  Captain  crime- 
prevention  (with  three  lieutenants).  Captain  administration 
(business  office  and  crime  lab) ,  and  Lieutenant  identification. 

The  "Captain"  of  Inspectors  position  is  appointive  from  the 
rank  of  lieutenant  or  higher  as  discussed  in  the  "organization" 
section  of  this  report.   It  appears  that  greater  continuity  for 
the  position  would  be  assured  if  it  were  made  an  assignment  for  a 
civil  service  rank  of  captain.  Then,  as  now,  it  could  be 
especially  concerned  with  the  administrative  functions  of  the 
Bureau,  The  positions  of  the  business  office  are  as  follows: 
Civilian  derk  ,  one,   performs  general  secretarial  work. 
If  the  business  office  is  reorganizied  as  suggested 
herein  probably  a  second  civilian  clerk  would  be  necessary. 
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Inspector  Clerk:   one,  makes  vjatch  reports,  days  off  book, 
master  time  book.  The  preparation  of  the  watch  report, 
with  suitable  carbon  copies,  could  substitute  for  the 
days  off  and  master  time  books  with  a  saving  in  effort. 
Position  should  be  discontinued,  with  necessary  personnel 
records  being  performed  by  one  of  the  civilian  clerks 
above , 

Inspector,  auto  tub  file;   one,  maintains  a  tub  file  of 
stolen  autos  in  the  business  office  on  the  day  watch. 
At  night,  a  patrolman  under  a/©rime  prevention  lieutenant 
maintains  the  file  on  each  watch.   Looking  at  the  oper- 
ation of  the  tub  file  from  the  performance  side  we  found 
it  to  be  unreliable.  Twice  officers  whom  we  accompanied 
cai;}.ed  in  a  found  auto  which  had  been  stolen,  but  were 
told  it  was  "clear" »   Further  check  by  the  finding 
officer  revealed  that  the  auto  was  still  stolen. 
Recommend  that  the  maintenance  and  searching  of  the 
stolen  auto  file  be  transferred  to  the  radio  room,  and 
kept  by  radio  room  personnel.   Position  should  be  dis- 
continued. 

Inspector  case  assig:nment;  one,  receives  and  routes  offense 
reports.   The  routing  of  offense  reports  should  involve 
supervisory  screening  to  determine  which  reports  should 
not  be  investigated,  and  to  assign  reports  and  route 
information  to  the  proper  unit.   Recommend  that  this 
position  be  discontinued,  and  that  in  its  stead  a  rough 
acreening  be  accomplished  by  the  captain  for  administration. 
The  inspector  case  assignment  also  assigns  the  case  numbers. 
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'i'his  operation  should  be  accomplished  by  the  central 
complaint  function  in  the  radio  room  as  soon  as  the 
radio  cars  or  other  officers  know  that  a  criminal 
offense  has  been  committed „ 

Inspector  counter  service;  one,  issues  jail  visit  permits 
and  meets  the  public  coming  to  the  business  office. 
Inspector  relief  for  business  office;  one,  fills  in  the 
other  office  positions  on  days  off  etc.   Can  be  dis- 
contined  as  a  position,  and  men  detailed  in  as  needed. 
As  currently  organized,  the  crime  prevention  function  is  more 
of  an  activity  than  a  unit,  A  lieutenant  is  in  charge  on  each  of 
the  night  watches,  with  a  third  lieutenant  serving  as  relief  for 
days  off  and  so  forth.   Usually  four  or  five  unmarked  cars,  with 
two  plainclothes  patrolmen  each  patrol  the  City  from  seven  in  the 
evening  until  three  in  the  morning.   They  supplement  the  efforts  of 
the  district  patrol  cars,  and  may  be  concentrated  in  any  part  of 
the  city  for  a  night  to  clear  up  temporary  problems.   Sometimes, 
but  not  often,  they  are  called  upon  to  pick  up  investigations 
from  the  district  personnel,  to  bridge  the  gap  between  the  uni- 
formed force  at  night,  and  the  detective  squads  who  will  work  on 
a  case  the  following  day,  ¥e  accompanied  several  of  the  crime 
prevention  teams  on  patrol,  and  found  a  diversification  in 
technique  and  doctrine  not  entirely  explained  by  differences  in 
apparent  "street"  conditions.   One  team  patrolled  the  principle 
streets  in  the  Northern  District  looking  for  police  characters, 
but  never  parked  or  checked  alleys.   Another  team  parked  within 
sight  of  parked  cars  which  had  property  in  view,  with  the  hope 
of  apprehending  an  auto  booster.   Still  a  third  team  was  active 
patrolling  alleys  v/here  thieves  might  be  at  work,  while  a  fourth 
team  stopped  many  persons  for  questioning.   Only  once  was  a  team 
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noon  until  midnight,  and  one  from  midnight  until  eight 
in  the  morning. 

Patrolman  case  assignment  and  counter;  one  from  four 
in  the  afternoon  until  midnight,  and  one  from  midnajgbt 
until  eight  in  the  morning* 

Patrolman  auto  tub  file;  one  from  four  in  the  afternoon 
until  midnight,  and  one  from  midnight  until  eight  in  the 
moBtiiug,   Positions  should  be  discontinued  as  the  tub 
file  should  be  handled  by  the  radio  room. 
Lieutenant  relief;  one,  fills  in  for  day  off,  etc,  other 
tv7o  "CP"  lieutenants. 

Patrolmen  crime  prevention;  19,  patrol  City  from  seven 
In  the  evening  until  three  in  the  morning.   Reeommend 
that  the  crime  prevention  patrols  work  from  about  five 
or  six  in  the  evening  until  five  or  six  the  following 
morning,  overlapping  shifts  from  ten  in  the  evening 
until  one  in  the, morning,  and  that  the  number  of  men 
be  increased  to  thirtyo 
"*•    Probably  no  activity  so  attracts  the  imagination  as  scientific 
Investigation:   the  crime  laboratory,  A  fiction  was  started  by 
Sherlock  Holmes  which  persists  into  modern  police  pra.ctlce. 
Schools  utilize  the  will  to  believe  in  the  scientific  sleuth  to 
educate  and  place  men  as  criminologists  or  some  similar  term. 
Actually  there  is  little  scientific  knowledge  which  is  unique  to 
police  Investigation:   the  police  at  one  time  or  other  must  turn  to 
many  learned  sciences  to  clear  or  prosecute  a  case.   There  is  little 
room  for  the  generalist  in  crime  laboratory  work,  a  man  is  either 
a  qualified  expert  in  some  segment  of  scientific  knowledge  or 
he  Is  worthless. 

Considering  the  problem  for  San  Francisco,  there  are  avail- 
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able  to  the  City  on  a  courtesy  or  contractual  basis  e.ny   of  the 
scientific  analyses.   The  Federr.l  Bureau  of  Investigation  provides 
the  finest  crime  laboratory  service  in  the  it^rorld  free,  and  will 
fly  expert  vjitnesses  to  attend  trials.   The  State  of  California 
apparently  offers  excellent  services,  as  does  the  City  Coroner 
who  currently  has  an  MD  degree  and  is  a.  graduate  of  a  nearby 
university  with  a  degree  in  criminology.  The  crime  laboratory 
of  a  nearby  bay  city  assists  the  San  Francisco  police  frequently , 
Lie  detector  operation  is  contracted  for  with  a  local  firm. 
Document  analysis  may  be  performed  by  the  State,  or  by  US  postal 
inspectors.  Given  competent  collection  and  preservation  of 
evidence,  the  expert  analysis  is  available. 

Apparently  there  is  a  desire  for  the  San  Prnacisco  police  to 
perform  its  fair  share  of  crime  laboratory  work  in  California.. 
The  anticipated  workload  could  not  justify  a  complete  staff  of 
experts  in  all  of  the  fields  useful  to  criminal  investigation: 
poisons,  pollens  and  dusts,  paint,  ballistics,  documents,  specto- 
graph,  blood  and  semen,  lie  detector,  fibers,  ne.rcotics,  laundry 
and  cleaning  marks,  or  tool  mark  comparison.   Photography  too  is 
often  a  part  of  crime  laboratory  work,  the  raising  of  obliterated 
marks,  the  recording  of  a  crime  scene.   It  must  be  clear  that  San 
Francisco  must  limit  the  fields  which  it  proposes  to  cover  with 
crime  technicians,  and  to  continue  to  utilize  outside  aid  for  the 
remaining  services . 

The  positions  present  and  proposed  for  the  crime  laboratory, 
to  be  subordinate  to  the  G&ptain  of  administration  in  the  bureau 
of  inspectors  are  as  follows : 

Criminologist ;  one,  the  position  should  be  supervisory  of 
■'.>oth  the  crime  laboratory  proper  and  the  photographic 
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dlvlsion. 

Crime  technlolan;  one,  is  at  present  In  charge  of  the 
laboratory.  Actually  there  should  be  perhaps  three 
technician  positions,  to  cover  such  of  the  special 
sciences  as  possible.  We  suggest  that  technicians 
be  recruited  to  perform  analyses  and  serve  as  expert 
witnesses  in  chemistry  and  narcotics,  blood  and  semen, 
and  ballistics,  laundry  marks,  and  tool  comparisons. 
Inspector  photography;   one,  is  in  charge  of  the  photo- 
graphic unit  and  the  mobile  crime  labora.tory.   Unit 
also  executes  the  "mug"  photos  of  arrested  persons. 
Probably  a  sedan  would  have  been  more  useful  than  the 
recently  purchased  mobile  crime  laboratory. 
Patrolmen  photography;  four,  perform  the  photographic 
work  of  the  unit,  and  accompany  the  mobile  crime  lab 
on  its  infrequent  runs  to  aid  in  the  collection  of 
physical  evidence. 

Patrolman,  multilith  operator;  one,  does  reproduction  work 
for  department. 

An  Inspector  has  been  detailed  from  the  department  to  the 
San  Francisco  Housing  Authority  since  the  war  II,   He  serves  as 
Chief  of  the  housing  police,  while  drawing  an  inspector's  pay 
from  the  city  police  department.  While  the  provision  of  a  trained 
policeman  was  perhaps  justified  as  a  temporary  measure,  its 
continuance  can  only  be  at  the  expense  of  the  police  department. 
Recommend  that  the  detail  be  abolished. 

The  identification  bureau  is  commanded  by  a  lieutenant. 
Criminals  are  brought  -from  the  jail  as  convenient  to  be  finger- 
printed, weighed,  and  a  search  made  for  their  prior  records.  An 


-33- 

with  the  prints  of  possible  suspects  in  th;.ir  files,  but  no 
latent  print  classification  is  attempted.   The  bureau  also 
attempts  to  maintain  a  monicker  or  nick  name  file  for  the  use 
of  investigating  officers.   The  methods  of  the  bureau  appear  to 
be  modern,  though  there  are  reports  that  from  time  to  time 
faulty  classifications  and  searches  have  occurred.   These  may 
occur  under  the  best  of  systems,  and  only  can  serve  as  a  warning 
for  future  care . 

Fingerprint  cards  are  forwarded  to  the  FBI  for  a  national 
record  check,  and  in  due  course  a  "rap  sheet"  is  returned.   These 
rap  sheets  are  in  demand  by  the  District  Attorney  and  detail 
investigators.   At  prgsent  they  are  each  typed  anew  by  the  bureau 
in  order  to  supply  the  demand.   Two  clerks  positions  could  be 
saved  by  purchasing  a  photostat  or  other  machine  to  produce 
photographic  copies  of  the  rap  sheets  for  interested  parties. 

During  the  past  year  a  policy  was  started  of  fingerprinting 

and  photographing  all  common  drunks,  and  some  traffic  violators, 

to  cetermine  whether  they  were  wanted  here  or  elsewhere  and  to 

serve  as  a  future  record.   The  objective  of  the  program  was  and 

is  commendable,  but  the  effort  involved  probably  exceeds  the 

accomplished  good.   Quickly  the  bureau  found  itself  lagging  be- 
in 
hind/the  classification  and  record  checking  load  placed  upon 

it.   The  classification  effort  was  discontinued,  but  the  printing 

continued.   Recommend  that  common  drunks  and  traffic  violators 

not  be  printed  unless  there  is  additional  reason  bo  believe  that 

such  a  printing  and  classification  would  be  productive. 

The  positions  at  present  and  recommended  in  the  bureau  of 

identification  are: 

Lieutenant  identification ;  one ,  in  charge . 


Pctrolmon  technician  and  clerical ;  15,  to  classify 

prints,  search  records,  and  to  bring  prisoners  from 
the  jail  by  elevator  to  be  printed.   Two  partolmen  are 
on  duty  on  each  night  tour  to  perform  this  function, 
the  rest  are  on  day  work.  Were  it  not  for  the  problem 
of  handling  prisoners,  all  of  the  partolmen  could  be 
replaced  by  civilian  technicians.  We  recommend  that 
only  nine  partolmen  be  asslgTied  to  the  identification 
bureau,  two  on  each  watch  to  bring  up  and  print 
prisoners,  and  to  do  necessary  classification,  with 
an  allowance  of  three  to  fill  in  for  day  off,  sick, 
and  vacation. 

Civilian  Fingerprint  technicians;  5,  to  classify  and  . 
search  for  prints  and  records.   Though  the  actual  volume 
of  classification  Itself  could  probably  be  handled  by 
two  persons,  there  remains  the  need  for  file  searches 
in  record  checks,  filing  and  so  forth.  We  recommend 
that  the  number  of  technicians  be  increased  to  ten. 
Civilian  clerks;  eight,  to  search  records,  copy  rap 
sheets,  and  perform  general  clerical  woric.   If  the 
photostat  machine  is  purchased  the  number  of  clerks 
can  be  reduced  to  six. 
\  Detective  squads:   There  are  seven  detective  squads,  six  headed 
by  a  lieutenant,  and  the  seventh  by  an  Inspector,  Their  function 
is  the  continuation  of  investigations  which  are  too  time  consuming 
for  district  personnel,  or  which  require  specialized  knowledge 
and  techniques.   It  has  been  the  practice  in  this,  as  well  as 
many  other  departments  for  the  detectives  to  interview  the 
complainant  in  every  case  assighed  to  them.   The  exceptions  are 
^^rcen^^wher^^^s^tha^^20^^^^^^vo^je^^oi^^ic^ 
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by  the  juvenile  bureau,  Larcenies  of  less  than  ^I'SOO  are  referred 

back  to  the  district  for  investigation.   On  the  surface  the 
departmental  policy  of  follovjing  up  every  minor  occurrence  may 
appear  good  and  thorough.   Perhaps  with  an  unlimited  manpower  it 
would  add  the  extra  touch  of  professional  perfection,  but  the  police 
do  not  have  unlimited  manpower.   There  are  perhaps  120  men  assigned 
to  investigative  work  in  the  bureau  of  inspectors.   On  any  one  day 
less  than  100  men  will  be  working.,  It  appears  to  us  to  be  a 
matter  of  common  sense  that  if  a  case  is  petty  enough,  and  if 
there  are  no  leads  *Ti3SC  Investigation  developed  by  the  original 
contact  by  the  district  partolman,  that  the  case  be  allowed  to 
a  statistic  for  the  time  being.  We  would  stress  the  fact  that  no 
leads  Sure   known,  because  If  a  complainant  has  any  thought  of  where 
property  is,  or  who  took  it,  the  detectives  should  follow  the 
case  with  full  tenacity.  We  have  in  mind  the  multitude  of  petty 
cases  which  heve   already  been  investigated  by  the  radio  car 
policemen,  where  there  is  no  chance  of  a  fingerprl^at  ,  no  chance 
of  an  identification,  just  no  leads.   Perhaps  a  telephone  call 
to  the  complainant  to  determine  v.:hether  he  has  thought  of  any 
additional  information,  perhaps  a  few  questions  to  assure  the 
accuracy  of  the  police  offense  report  would  be  appropriate, 
Unfortunately,  all  of  the  squad  heads  admit  that  there  are  in 
their  files  cases  which  do  have  leads,  cases  where  more  work 
might  catch  a  thief,  but  cases  which  will  never  be  ivorked  because 
of  the  time  involved  in  making-personal  calls  in  petty,  hopeless 
cases.   The  department  calls  it  public  relations  to  make  a  follow 
up  visit  in  every  case,,  but  we  believe  that  experienced  investi- 
gators and  their  squad  chiefs  are  qualified  to  Judge  a  proper 
e.llocation  of  their  efforts  to  achieve  the  greatest  good. 
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'v Larcenies  of  less  than  $200  should  be  investigated  by- 
detectives  just  as  thoroughly  as  possible,  rather  than  being 
referred  back  to  the  district  station  which  initiated  the 
report.   It  is  not  uncommon  for  a  major  criminal  to  be  tripped 
up  in  some  small  crime,  and  the  police  are  justified  in  producing 
a  great  effort  to  apprehend  a  small  criminal.   The  practical  point 
is  that  they  must  have  a  starting  point  to  be  successful. 

Latent  fingerprints  are  often  exagerated  in  importance  by 
non-police  personrevl.   Complainants  often  expect  an  investigator 
who  does  find  a  print  to  immediately  produce  the  criminal  and 
return  their  property.   Unfortunately  the  process  is  not  so 
simple,  and  the  latent  print  may  convict  but  it-  cannot  always 
find  the  criminal.   A  team  of  detectives  in  the  burglary  detail 
has  had  success  in  clearing  cases  through  latent  prints.   They 
do  their  own  fingerprint  dusting.   It  would  be  awkward  and  time 
consuming  for  the  crime  laborator  yfco  be  celled  on  every  crime 
requiring  dusting,  and  it  is  entirely  unnecessary.   Each 
detective  team  which  might  use  a  dusting  kit  sould  be  provided 
with  one,  taught,  to  use  it,  and  supervised  for  proper  use. 
The  cost  is  small.  , 

Supervision  of  detectives  is  difficult.   By  the  nature  of 
their  work  they  must  often  use  initiative,  imagination,  attention 
to  detail,  and  sound  techniques.   It  is  neither  possible  nor 
desirable  for  a  squad  chief  to  control  each  move  of  each 
subordinate.   It  is  desirable  that  he  assure  himself  and  the 
department  that  each  detective  is  doing  the  best  investigative 
workwhich  he  is  capable  of  dicing.   Squad  chief  should  therefore 
devote  at  least  a  fraction  of  their  time  to  accompany  subordinates 
on  iive'S-'.tigatio2is  on  el  "show  me"  basis.   An  added  aid  to  super- 
vision is  a  personal  record  of  each  case  assigned  to  each 
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detective,  the  date  of  his  report,  and  the  disposition. 

Periodically  supervisors  should  review  with  investigators 

past  cases  to  determine  whether  every  step  possible  has  been 

taken  to  clear  the  case.   An  important  segment  of  the  duty 

of  the  Captain  for  crimes  against  the  person,  and  the  Captain 

for  crimes  against  pr'operty,  recommended  elsewhere  in  this 

report,  will  be  a  follow-up  on  the  squad  chiefs  to  assure  that 

they  are  in  fact  exercising  active  supervision. 

A  duty  of  all  supervisory  ranks  of  the  inspector's  bureau 
is  in-service  training.   Vi/hilo  at  least  some  schoa-is...  have  been 
conducted  for  groups  of  investigators  in  the  past,  San  Francisco 
has  not  been  active  in  in-service  training.  Formal  schools, 
with  specified  hours  may  be  desirable  but  they  are  not  an  essential 
part  of  a  training  program.   Each  supervisor  has  an  obligation 
to  learn  every  new  technique,  every  new  fact  or  statistic  which 
could  aid  his  unit,  and  he  should  Impart  that  information  to 
subordinates  on  an  Informal  day-to-day  basis, 

A  supervisory  and  training  aid  is  the  requirement  of  adequate 
Investigative  reports  by  det  ectives.   In  reviewing  even   major 
cases  we  noted  the  superiority  of  the  reports  by  district  radio 
cars  over  those  of  the  presumably  more  experienced  detectives. 
Detective  reports  were  in  a  brief  and  generally  disorganized 
formj  not  consistant  with  the  best  practice.   It  is  recommended 
that  investigators  be  required  to  prepare  in  proper  form 
supplemental  and  clear  up  reports  as  new  significant  information 
is  collected. 

In  the  course  of  the  survey  '-.'o  noted  a  reluctance  on  the  part 
of  detective  teams  to  utilize  the  juvenile  bureau.   On  a  burglary 
Investigation  two  juvenil-es  admitted  to  a  series  of  burglaries 
to  detectives.   The  boys  had  stolen  25  hunting  knives,  and  given 
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them  to  nei£-hborhood  children.   They  wre  prepared  to  sui^ply  the 

names  of  recipients,  but  were  not  asked  to  do  so.   The  detectives 

did  not  believe  it  necessary  to  call  upon  the  juvenile  bureau  for 

help  to  find  the  knives,  but  neit'her  did  they  attempt  to  recover 

them  themselves.   In  duo  course  the  juvenile  offenders  were  booked 

at  the  Youtrh  Guidance  Center,  without  further  recovery  action. 

When  asked  the  reason  why  the  juvenile  bureau  was  not  summoned 

the  detectives  said  that  the  bureau  never  reponded  when  requested. 

It  is  recommended  that  detectives  summon  the  aid  of  the  juvenile 

bureau  whenever  juvenile  offenders  are  involved  and  are  to  be 

taken  into  custody. 

Flexibility  in  personnel  assignment  is  an  essential  to  ,■  • 
successful  investigative  administration.   The  case  load  of  the 
squads  may  vary  greatly,  as  the  apprehension  of  persistant  offenders 
reduces  the  offenses  until  new  offenders  take  their  place.   It 
seems  to  be  a  never  ending  cycle,  aided  at  times  by  defenders 
both  public  and  private  whose  superior  education  can  make  a 
mockery  of  an  arresting  officer.   To  meet  the  changing  demand, 
a  chief  of  detectives  and  his  subordinate  supervisors  must  be 
free  to  transfer  manpower  as  between  squads,  and  from  the  general 
patrol  force  to  reinforce  squads,   '■'■'here  is  no  single  level  of 
manpower  necessary  to  a  detoc.tivo  bureau,  but  a  level  which 
changes  daily.   The  recognition  of  two  basic  investigative 
groups,  crimes  against  property,  and  crimes  against  the  x^erson, 
should  aid  greatly  in  achieving  flexibility.   The  respective 
captains  should  shift  men  freely  as  between  squads,  utill  ..zing 
the  basic  squad  structure  for  cast  continuity. 

The  squads  and  positions  which  it  is  proposed  be  subordinate 
to  the  captain  in  charge  of  crimes  against  the  person  are  as 
'^    follows: 
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Liouton??.nt  homicide;  one ,    in  char£^e  of  the  horaicide 

squad,  also  hraidle  abortions. 

Inspector  homicide;  three,  investirators .   Eecoramend 

discontinue. 

/homicide 
Assistant  Inspector;  three,  investi£;ators. 

Another  section  of  this  report  will  recommend  the 
discontinuance  of  the  ranks  of  inspector,  and  in  their 
place  the  use  of  a  three  pay  grade  detective  rank.  We 
recommend  eight  detective  positions  in  horaicide. 
Patrolman  homicide;  one,  investigator,  Eecoramend 
di  scontinuance . 

Civilian  Clerk;  one,  office  routine. 
Inspector  robbery;  10,  investigators.   Discontinue, 
Inspector  robbery;  one,  in  charge.   Recommend  a  lieut- 
enant bo  in  charge,  and  discontinue  position. 
Assistant  Inspector  robbery;  two,  investigators.   The 
work  load  of  robbery  iirobably  ohly  warrants  seven  or 
eight  detectives,  but  we  herein  ivill  recommend  the 
present  number  of  12  as  they  may  serve  as  a  pool  of 
manpower  for  other  crimes  against  the  person  units. 
Civilian  Clerk;   one,  clerical. 

Lieutenant  missing  persons;  10,  of  whom  eight  are 
assigned  to  missing  persons  or  non-support  warrants, 
and  two  to  clerical  duty,  correspondence  and  filing. 
The  employment  of  one  civilian  clerk  would  eliminate 
the  need  for  two  inspector's  positions.   Hecoramend 
eight  detectives  in  missing  persons. 
Civilian  clerk  missing  persons;  one,    clerical.   In 
order  to  relieve  two  inspectors  for  full  duty  i,t  Is  ■•;■ 
recommended 
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that  an  adcitional  civilian  clerk  be  assi£"necL, 

Lieutenant  general  vrorks;  one,  in  char^'e  of  squad  re- 
sponsible for  investig-ating  assaults,  subversives, 
labor , management  troubles,  fugitives  in  San  Francisco, 
mental  warrants,  rape  cases,  sex  and  perversion  cases. 
Inspectors  subversion  and  labor;  tvjo ,  do  general 
investigations,  gun  law  violations,  arson,  subversives, 
and  maintain  labor  and  management  contacts.   The  FBI 
is  world  famous  for  its  work  with  subversives,  and. 
undoubtedly  has  better  records  on  San  Francisco  sub- 
versives than  has  this  detail.   Labor-management 
matters  hardly  seem  to  be  the  iiroper  domain  of  the 
police.   Both  of  these  activities  can  and  should  be 
dropped,  but  the  team  might  be  kept  together  on  gun 
law,  arson,  and  general  investigations.   Eecommend  two 
detectives , 

Inspectors  fugitives;  two,  serve  mental  warrants  and 
keep  warrants  on  wanted  persons,  the  term  fugitive  as 
used  here  being  a  misnomer.   These  inspectors  should 
be  used  also  on  general  assignment,  Eecommend  two 
detectives. 

Inspectors  rape;  two.  Investigate  adult  rapes  only, 
perhaps  ten  investigations  a  month.   Occasionally  do 
general  work.  Recommend  discontinue  this  assignment, 
and  utilize  the  general  assaults  detectives  herein 
recommended  on   rape  cases. 

Inspectors  Sex;  four,  investigate  acts  of  perversion 
and  indecency.   Conduct  patrols  day  and  night  in  public 
places.   A  more  serious  problem  in  San  Francisco  than 
in  many  other  cities,  as  the  "queer"  colonies  here  are 
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wldely  known,   In  Seiitember  the  "queer"  organizations 
for  men  and  wrman,  both  hac"".  their  conventions  in 
San  franolsco  hotels,   Eecommend  four  detectives. 
Inspectors  general  works;  five,  investi£^ate  assaults. 
Discontinue, 

Assistant  Inspectors  general  works;  two,  investigate 
assaults.  Eecommend  I5  detectives  in  the  general  works 
squad  to  investigate  assault  and  other  crimes  against 
the  person.   This  squad  is  undermanned,  and  will 
probably  continue  to  fall  behind  in  its  investigations 
as  the  charaffiter  of  the  city  changes  unless  adequate 
raanpov;er  is  provided. 
Civilian  clerk;  one,  clerical. 
The  squads  and  jiositlons  which  it  is  proposed  be  subordinate 
to  the  captain  in  charge  of  crimes  against  property  are  as  follows: 
Lieutenant  auto  theft;  one,  in  charge  of  the  auto  theft 
and  auto  boosting  units.   California  experiences  a  high 
incidence  of  auto  thefts,  perhaps  due  in  part  to  the 
license  procedure.  Actually  the  vast  majority  of  stolen 
autos  are  recovered  by  uniformed  force  cars. 
Inspector  auto;  two,  clerical.   Make  hot  sheet,  handle 
filing,  telephones.   Recommend  discontinue  the  position, 
and  replace  with  one  or  two  civilian  clerks. 
Inspector  auto;  six,  of  whom  all  except  one   work  days. 
Discontinue. 

Patrolman  auto;  two,  recommend  reclassify  as  two  detectives, 
Assistant  Inspector  auto;   six,  of  whom  all  except  one  work  da; 

da-ys-.  ■  "^'ecyTOmend  12  detectives. 

Insjgec.taSi.boo s"t"ing>r  c^e,'," ■clerlcalr.Hecdnflgend-  discontinue,**^:. 


Inspector  boosting; three,  cruise  and  investigate 

thefts  from  autos,   T^to  work  days,  one  works  nights. 

Assistant  Inspector  "boosting;  four,  cruise  and 

investigate  thefts  from  autos.   Three  work  days,  one 

works  nights.   Recommend  seven  detectives. 

Patrolman  boosting;  one,  recommend  reclassify  as  one 

detective. 

Civilian  clerk  boosting;  none,  but  one  is  recommended 

to  replace  an  inspector  on  clerical. 

Lieutena.nt  fraud;  one ,  in  charge  of  checks ,  bunco , 

pick-pockets,  paddy  hustlers,  creeps,  and  stores. 

Inspectors,  checks;  five,  investigate  bad  checks. 

Recommend  seven  detectives. 

Insi:ectors  store  detail,  three,  patrol  of  stores  for 

thieves,  recommend  five  detectives. 

Inspectors  DA  bunco;  two  handle  bunco  complaints  from 

DA.   Recommend  one  detective. 

Inspectors  pickpockets;  two,  pickpocket  patrol,  recommend 

two  detectives. 

Inspectors,  general  fraud  complaints;  four,  includes 

classic  bunco  which  is  almost  extinct.   Recommend 

four  detectives. 

Inspectors  till  taps;  one,    investigate  till  taps,  which 

are  more  of  a  larcenj  than  a  fraud.   Recommend  two 

detectives,  till  tap. 

Assistant  inspector  till  taps;  one,    investigate  till 

taps.   Recommend  two  detectives  rather  than  the  term 

inspector  and  assistant  inspector. 

Civilian  clerks;  'two,  clerical.   Recommend  two. 


Lleutenc.nt  pc.wn  shop,  one,    In  charge  of  i;awn  shop 
detail,   It  is  reported  that  no  real  attempt  is  made 
to  fix  a  charge  of  receivirig  stolen  property  upon 
pawn  shops  which  buy  or  take  in  pledge  articles  which 
are  stolen.   Many  thieves  use  pawn  shops  as  a  means  to 
turn  their  larcenies  into  cash,  and  often  pawn  brokers 
do  have  reason  to  believe  that  such  is  the  case.  i\n 
occasional  p)rosecution  against  the  broker  should  be 
possible.   Though  pawn  shops  and  second  hand  dealers  are 
required  to  submit  reports,  some  second  hand  dealers 
have  not  submitted  a  report  in  years.   They  should  be 
required  to , 

Inspectors  pawn,  -nine,  of  whom  one  checks  junk  yards 
in  San  Francisco  and  maintains  liason  with  Marin  and 
San  Mateo  counties,  two  eheck  the  Fillmore  region,  two 
check  3rd  street,  two  check  6th  street,  and  two  for 
assignment.   The  police  have  had  a  buzzer  system  Installed 
in  a  pawn  shop  on  3rd  street,  and  another  on  6th  street, 
from  other  pawn  shops  in  the  vicinity.   The  police 
procedure  is  for  one  inspector  to  sit  in  the  pawn  shop 
all  day  long  waitin,j  for  the  buzzer  to  sound  Indicating 
that  a  suspicious  i.erson  Is  in  another  shop.   Thus  two 
men  are  tied  up  waiting  for  a  call  which  any  available 
policeman  can  handle,   liecoraraend  that  the  buzzers  be 
wired  into  the  radio  room  of  the  police  headquarters 
so  that  any  radio  equii:ped  car  can  be  dispatched  and 
the  sitting  discontinued.   Eecoraraend  eight  detectives 
in  the  pawn  shop  detail. 

Assistant  inspector,  pawn;  one,  recommend  discontinue 
as  above. 


Clvlllan  Clerk;  ori'^,  clericrl,   Continue'. 
Lieutenant  Burg'lp.ry;  one,,-.,  in  charge  burglary  detail. 
Detail  should  investig-ate  all  larcenies,  reg-ardless 
of  value,  if  there  is  a  lead  as  discussed  heretofore. 
To  accomplish  this,  and  to  improve  the  number  of 
offenses  cleared  by  arrest  we  recommend  an  increase 
in  personnel  from  22  to  32   plus  clerks. 
Inspectors  hotels;  two ,  concerned  ;:rimarily  with 
providing  courtesy  services  to  hotels,  and  in  arranging 
services  for  visiting  digTiitaries .   Recommend  one 
detective  for  hotel  llason  and  any  special  Investigation 
problems. 

Inspectors  safes;  two,  conduct  burglary  investigations 
when  a  safe  has  been  attacked.   In  the  past  these  men 
performed  no  other  investigations,  but  recently  they 
have  been  used  on  generr 1  burglary  investigations. 
Recommend  one  detective. 

Inspectors  burglary;  16,  general  investigations,   recommend 
30  detectives,  to  be  also  used  on  other  crimes  against 
Tjroperty, 

Assistant  inspectors  burglary;  two,  general  investigations. 
Recommend  discontinue  as  per  recommendations  on   detective 
terminology. 

Patrolman  burglary;  two,  recommer-.nd  reclassify  as  detective. 
Civilian  clerks;  two,  clerical.   Continue. 
Detective  performance:   Effective  apprehension  is  a  corner- 
stone of  effective  policinK-.   The  criminals  in  Jail  are  at  least 
out  of  circulation,  "and  if  the'  chance  of  apprehension  is  good  in  a 
locality  at  least  some  will  stay  clear  of  it.   An  accepted  measure 
of  police  success  in  apprehension  is  the  proportion  of  particular 
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offenses  which  ere  cleared  by  c.rrest.   Such  fif^ures  are  kept  by 

this  as  well  as  all  other  major  police  departments  as  a  part  of 

uQlforra  crime  reporting-,  i^dmittedly  the  effectiveness  of  the 

patrol  force  has  an  Influence  upon  the  investigation  and  clearance 

of  offenses,  but  primarily  the  proportion  of  offenses  cleared  by 

arrest  is  accepted  as  a  yardstick  of  detective  performance,   "^ith 

the  exception  of  murder,  San  Francisco  clears  a  lower  fraction  of 

its  part  I  offenses  than  the  average  of  major  US  cities.   The 

following  £  tabulation  shows  the  percentage  of  offenses  cleared  by 

arrest  in  San  Francisco  in  1956,  and  the  average  percentage  of  US 

cities  over  250,000  population  in  1956,  and  the  average  of  the 

Pacific  state  cities  1956: 


Offense 

San 

Francisco 

US  over 

Pacific  cities 

1956 

pe: 

r  cent 

250,000 

1956 

percent 

clea 

red 

arrest 

1956 

cleared  by 

arre! 

3t 

Murder,  NN  mnsltr 

91% 

90;^. 

927. 

Manslaughter,  negligent 

49 

84 

69 

Rape 

63 

7e 

67 

Eobbery 

29 

41 

39 

Burglary,  B  and  E 

21 

32 

2^ 

Aggrevated  fissault 

62 

76 

660 

Theft 

10 

23 

15 

i-uto  Theft 

8 

26 

24 

There  are  known  limitations  to  these  and  other  crime  reporting 
figures.   They  can  be  the  result  of  improper  recording  methods.  As 
they  apply  to  San  Francisco  however,  they  do  reflect  a  situation 
which  experienced  police  administrators  would  anticipate  from  the 
method  of  selection  and  retention  of  detectives. 

Detective  personnel  policies:   The  City  Charter  provides  for 

two  types  of  detectives-   assistant  inspectors,  and  inspectors. 

Assistant  inspectors  are  appointed  by  the  Chief  of  Police,  but 

receive  the  p'ay  of  partolmen.   They  may  be  returned  to  patP-olman 

without 
rank  ■/   cause  at  any  time,  -iissistant  inspectors  are  the 

only  members  of  the  department  eligible  to  become  Inspectors  as 
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vacencies  occur.   It  has  been  the  practice  to  assirn  assistant 

inspectors  to  the  burecu  of  inspectors  without  consulting  the 
wishes  of  the  Chief  of  Inspectors;  and  there  is  a  conviction 
throughout  the  department  that  the  assignments  have  in  the  recent 
past  been  made  for  Reasons  other  than  that  an  individual  is  a 
promising  investigator.  At  a  recent  recruit  class  which  w® 
attended,  the  new  policemen  were  told  that  appointments  to  the 
bureau  of  inspectors  would  come  their  way  if  they  were  good 
policemen.   In  short,  appointments  to  the  bureau  of  inspectors 
are  considered  a  reward  rather  than  an  assi£.7araent  of  men  who 
have  good  promise  as  investigators.   It  should  be  noted  that 
many  excellent  policemen  do  not  make  good  investigators.   For 
this  reason  we  recommend  that  assighinents  to  the  bureau  be  on 
the  request  of  the  Chief  of  Inspectors,  or  to  use  the  term  which 
we  have  recommended  elsewhere  in  this  report,  Deputy  Chief  for 
Investigations . 

Inspectors  are  appointed  from  among  the  assistant  inspectors 
as  vacancies  occur.   Their  pay  Is  higher  than  that  of  a  sergeant, 
but  less  than  a  lieutenent.   They  cannot  be  removed  for  incompe- 
tence due  to  specific  charter  provisions.   They  can  be  demoted  to 
patrolman  after  a  disciplinary  trial  before  the  Police  Commission. 
It  has  been  the  department's  experience  that  while  an  assistant 
Inspector  often  is  a  hard  worker,  once  appointed  inspector  with 
tenure  many  individuals  become  slack  and  without  investigative 
zeal.  L   cure  for  this  condition  would  be  the  system  of  detective 
classification  and  retention  used  in  New  York  City.   There  the 
police  have  three  grades  of  detectives  as  distinguished  by  pay 
and  title.   All  detectives  serve  without  tenure,  except  for  their 
permanent  rank.   They  can  be  returned  to  uniform  at  any  time  and 
without  stated  cause.  ViCtually  the  tenure  provision  is  seldom 


usecl,  but  it  stands  as  a  remijader  of  the  desirability  of 
continued  effort.   IaJg  recoramend  that  the  City  Charter  be 
amended  to  allow  a  system  of  detective  aiopointraent  and 
removal  based  uizon  the  jud^-ment  of  the  Chief  of  Inspectors 
and  the  Chief  of  Police,  utilizing  three  pay  grades  for 
detective;   one  slightly  higher  than   patrolman,  one  slightly 
less  than  sergeant,  and  one,  slightly  more  than  sergeant. 

Throughout  this  discussion  we  have  stressed  the  term 
detective  rather  than  inspector  or  assistant  inspector.   For 
one  reason  the  term  inspector  is  by  American  police  practice 
ai-plicable  to  a  rank  higher  than  captain.   San  Francisco 
detectives  are  most  pleased  to  receive  a  royal  v-relcome  when 
visiting  out  of  town,  a  :  welonsme  which  is  intended  as  respect 
for  a  rank  higher  than  captain.   However,  there  misunderstandings 
are  not  desirable  nor  they  naecessary.   The  term  detec:ti've  is 
honored  and  recognized  through,  the  country.   The  second  reason 
for.,. recommending  a  chrnge  in  terminology  is  as  a  convenience  in 
current  discussion.   When  we  recommend  12  detectives  in  auto 
theft  we  were  dealing  with  12  positions  of  investigators;  six 
inspectors  and  six  assistant  inspectors;  and  we  anticipate  that 
in  time  the  Charter  will  allow  three  grades  of  inspectors.   A 
complex  terminology  could  probably  be  evolved  of  assistant 
inspectors,  deputy  inspectors,  and  inspectors;  but  for  what  cause? 

Any  major  proposal  for  change  involves  a  transition  period. 
Men  who  are  inspectors  are  entitled  to  continue  to  receive  at 
least  as  much  pay  as  they  now  do,  and  it  would  be  aii  injustice 
for  any  new   ersonnel  system  to  work  against  their  current  pay 
rights,   A  reasonable  solution  appears  to  be  to  create  by  charter 
the  three  new  ranks  of  detective,  to  be  filled  from  the  assistant 
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Inspector  rank  and  from  vatrolmen  In  the  future.   The  highest 

detective  rank,  say  first  rrade, should  be  equated  to  the  pi  esent 
f'rade  of  inspector,  and  that  incumbents  of  the  £;rade  of  inspector 
should  retain  tenure,  i^s  the  p'^sitions  of  first  grade  detective 
become  vacant  budgetary  adjustments  can  be  made  to  provide  such 
a  distribution  of  positions  in  each  crade  as  the  Board  of  Super- 
visors in  its  wisdom  may  proivde. 

Detective  Records;   The  records  keeping  system  of  each  of  the 
squads  is  basically  .-the  same.   Offense  reports  are  filed  by  case 
number,  and  a  register  is  maintained  of  the  numbers  which  should 
be  in  the  file  and  the  detective  responsible  for  the  case.   If 
these  were  the  only  offense  records  in  the  department  it  would 
be  a  satisfactory  system,   '-^'he  fact  is  that  the  bureau  of 
criminal  information  maintains  excellent  case  records,  which, 
when  it  is  open  at  night  will  be  available  t:;  any  detective  squad. 
In  consequence  the  way  is  open  for  detectives  to  use  such  systems 
as  appear  to  be  of  greatest  use,  probably  on  a  basic  modus 
operandi  basis.   Under  such  a  system  each  squad  would  determine 
what,  if  any,  patterns  in  criminal  activity  pertain  to  thoir 
offenses;  and  to  file  offense  reports  by  groups  representing  such 
a  classification. 

We  consider  such  a  record  change  important  because,  though  the 
department  maintains  a  modus  operandi  system  on  punch  cards  it  does 
not  vjork  and  no  one  including  ourselves  knows  how  to  make  it  work. 
Detective  squad  lioutcntnts  were  each  asked  whether  they  used  the 
punch  carded  system  and  each  responded  that  he  did  not.   Each  was 
asked  how  it  could  be  realigned,  and  none  knew.   The  fact  seems  to 
be  that  the  basic  use  of  modus  operandi  is  to  select  cases  upon 
which  to  "try"  a  suspect  already  in  custody.   Not  every  suspect 
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can  be  asked  about  every  specific  offense  which  has  occurred 
during  the  past  several  years;  it  would  be  too  time  consuming. 
However,  a  cooperative  suspect  often  will  admit  to  an  offense  when 
the  circumstances  can  be  brought  to  his  memory  from  a  report  in 
hand.   It  is  logical  to  "try"  a  burglrr  who  was  caught  in  the 
Marina  District  committing  a  celluloid  Job  during  the  day  time 
on  all  other  recent  and  similar  jobs.   While  it  is  possible 
that  he  also  at  some  time  committed  a  safe  job  or  robbery  in 
another  part  of  the  City  at  night,  no  file  or  modus  operandi 
system  can  be  exiDected  to  relate  two  unlike  offenses  to  the  same 
man.   If  there  are  identifying  characteristics  outside  of  the 
confines  of  the  offense,  for  example  a  physical  description, 
perhaps  unlike  offenses  can  be  related.   Otherwise  the  establish- 
ment of  detective  files  on  a  basic  MO  basis  seems  the  best  and  only 
useable  solution. 

Juvenile 

Many  offenses  are  committed  by  juveniles.   As  this  is 
written  the  police  have  apprehended  three  Juveniles  who  stole 
over  100  cars  in  two  weeks.   Young  persons  are  today  subjected 
to  a  powerful  stimulus  from  television,  the  ease  of  trav-1, 
corner  store  literature,  and  a  variety  of  causes.   The  natural 
desire  to  grow  up  is  intensified  by  the  apparent  luxury  of  the 
elders.   Persons  from  throughout  the  nation  are  flocking  to 
California  to  enjoy  the  benefits  and  inducements  offered  by  the 
State  and  its  cities.   Many  of  the  newcomers  are  unaccustomed 
to  the  freedoms  and  affluence  offered  in  their  new  found  promised 
land.   It  is  little  wonder  that  their  children  turn  to  crime  to 
gratify  their  increasing  desires  and  horizons. 

To  cope  with  the  crim^es  comm.itted  by  and  against  juveniles 
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'•'_^QrRpn  prctective  officers;  5,  All  on  clerical  rsslgn- 
rriRTitto-.   B'-commi-^ri!  th-se  'be  freeri  to  perfcrm  active 
street  work  ^y   civilians. 

Civilian  clerks;  none,  recomme-nrB  the  eippioyment  of 
five:  one  to  handle  stolen  bicycle  records,  two 
clerical  d^^ys,  one  clerical  nights,  one  relief  for 
day  off,  etc. 

Intelligence 
The  intelligence  unit  is  a  criminal  investigative  p-nd 
records  unit.   It  is  now  organizationally  subcrdinrte  to  the 
Chief  of  Police,  but  recommendations  elsewhere  in  this  report 
would  place  it  sutcrdin-:^te  to  the  Deputy  Chl-f  for  investigation. 
Its  purpose  is  to  collect  and  exchange  information  with  other 
Western  police  der:iartm.ents  on  hoodlums  and  criminal  syndicates. 
These  are  the  criminals  who  do  not  normally  fall  into  the  police 
hands,  and  in  consequence  the  police  seldom  have  up-to-date 
information  on  them..   The  intelligence  unit  gathers  this  infor- 
mation.  This  inferm-^tlcn  is  recorded  on  ^   card,  and  copies  of 
the  card  are  then  mailed  to  participating  departments.   Since 
the  system  does  not  provide  for  "^ringing  Information  up  to  date 
from  tim.e  to  time,  it  is  suggested  th-t  wheneV-T  new  inform.? tion 
of  significance  Is  gatr.ered  en  a  subject  that  a  new  c^rd  be 
prepared  =^nd  transmitted  to  all   participants. 

The  positions  ^^resent  and  proposed  in  the  intelligence 
unit  are: 

Sergeant  intelligence;  one,  in  charge.   Recom^mend  that 
this  riosition  be  classified  for  ^    lieutenant, 
Ins'oectcr ;  one,  inv:-stlgatcr.   Disccntinue. 
Assistant  inspector;  two,  inve.stigators  and  clerical. 
Recommend  three  detectives  instead  of  the  inspector  and 


assistant  ins'ooctcrs. 

Wo'.Ti?n  Protective  officer;  one,  clerical.  RecoTirr.eni  the 
employment  of  a  civilian  clerk  to  free  the  police  woman 
to  return  to  the  juvenile  bureau. 

Civilign  clerk;  none,   Reconirenc?  the  employment  of  one 
civilian  clerk  to  free  the  police  woman  fcr  TDclica  work.' 

Vice 
Vice  is  the  violation  of  laws  relrtlng  to  gambling,  prosti- 
tution, liquor,  and  narcotics.   Th?.re  is  preba^-ly  sore  vice  in 
every  city  and  town.   Clandestine  vice  is  a  challenge  to  the 
police,  to  be  met  with  ingenuity,  to  be  irra5icated.   If  it 
cannot  be  stamped  cut,  at  le^st  it  can  be  driven  furtner  under- 
ground, it  can  be  minimized.   For  so  long  as  the  riollce  maintrin 
a  vigorous  attack  on  vice  they  can  remain  healthy.   If  their 
attack  falters  the  corrosive  influence  of  dirty  money,  will  m.ake 
Itself  soon  felt  on  ^^  wider  scale. 

There  w^^s  a-^p?rently  a  time  when  San  Francisco  was  proud  of 
its  vice.   It  w?s  a  seaport  town,  a  pert  through  which  flovjed 
people  for  the  rapidly  expanding  VJest.   Its  risst   has  been 
immiortalized  by  pc-oulrr  authors.   Now  the  City  has  matured,  it 
is  rapidly  becoming  a  fin?nci?l  car>ltol  £-nd  convention  City. 
Areas  which  were  once  internationally  fpmous  for  their  sin  have 
quietly  closed  their  doors,  within  the  past  few  yesrs,  to  be 
reopened  to  a  new  pnd  better  future.   This  change  has  teen  spear- 
headed by  elected  and  aDOointed  officials,  in  and  out  of  the 
police  department.   It  should  usher  in  a  new  day  for  professional 
policing  in  the  city. 

The  vice  squad  is  known  locclly  ^s  the  bureau  cf  speciel 

services.   It  consists- cf  a  narcotics  squ?d,  prostitution  squad, 
gam.bling  squ?d,  and  a  Chin<^to1.^m  squad.   i^ll  squcf?s  with  the 
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excepticn  of  Chins-town  recognize  thrt  the  greatest  vice 

problems  rie  in  the  pu'-lic  bars.   These  are  the  contact  points 

for  persons  inter- sted  in  p?,trcni2ing  a  vice,  whether  it  be 

prostitution,  narcotics,  or  many  foriiis  of  gambling.   From  tje 

standpoint  of  a  T"^orson  o-oerr-ting  ?  vice  the  bars  make  an  ideal 

point  for  word  of  mouth  a3vertising.   This  is  the  weak  point  in 

the  successful  operrtion  of  -^ny  vice:  it  must  tell  potential 

custovers  where  to  find  it. 

Strangely  enough  the  vice  squa-^  does  virtually  no  patrol 
of  the  bars,  since  by  tradition  the  "heatii^in  in  the  district  was 
allowed  to  "''-e  responsiMe  for  vice  cxi   his  beat".   To-Jay  there  is 
no  excuse  for  a  continuation  of  this  doctrine,  in  fact  its  results 
have  been  damaging  to  the  force  ^nd  the  City  officials  even  up 
to  recent  dat-  ,   Relir^nce  ur^on  the  ''-^eatman  for  tar  control  h?  s  two 
weaknesses:  he  is  in  uniform,  and  therefcre  wn.l  have  little  vice 
committed  in  his  nres  nee,  rnf  also  he  must  "live  with"  the 
bartenders  on  his  "i-e^t,  seeing  them  m.any  times  ^  day.   Unfortun- 
ately a  tradition  has  grcwn  up  th'-.t  if  a  beat-man  is  well  liked  on 
a  particular  beat,  -^nd  if  he  stays  out  of  trouble,  the  beat  is 
his  permanently.   Since  it  h^ s  become  tr^iitionrl  for  beatmen  to 
ask  for,  and  receive  "Christmias  presents"  from  businessmen  on  a 
beat  a  permanent  beat  is  a  desirable  -"r.ing  to  have.   Thus  the  will 
to  enforce  lews  on  bars  in  ■ocrticu'',ar  may  be  minimized  "'~y  a 
■  traditional  system.   Ve  reco:Tm;end  that  the  various  vice  units 
extend  an  agressive  r>rtrol  into  the  -nublic  bars  of  the  City 
toward  more  effective  vice  enf orceinent . 

Between  January  1,  1957  ?nd  June  30,  1957,  the  bureau  of 
special  services  m.-de  only  l6  gambling  action  arrests.   While 
m.o  e  than  one  T-'orson  wps  arrested  in  the  majority  of  these  actions, 
this  statistic  of  three- gembling  actions  2   micnth  seems  low. 
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Whether  it  is  i-ecnuse  the  City  is  so  olern  cf  gemtling,  cr 
whether  it  is  iue  tc  ineffective  inv-istigp.ticn  we  cannct 
determine  frcT  the  statistic  plcne.   Any  ^iivscn   who  walks  slong 
Market  Street  has  setn  the  "tip"  sheets  on  hcrse  races  on  local 
and  Eastern  tracks  flutter  in  the  breeze.   Th.-se  sheets  should 
be  a  continuing  challonte  to  the  bureau  of  s'-^ecial  Services, 

A  private  organization,  the  American  Social  Hygiene  Associ- 
ation, dispatched  investiga+-ors  to  S^n  Francisco  in  the  spring 
cf  1957  to  determine  end.   re-ocrt  on  prostitution  conditions. 
Their  re^^ort,  vj  ich  gives  n^'v.es   and  dates,  found  some  prostitutes 
c-oe rating  in  a  semi-clandestine  and  seml-o-nen  manner.   The 
pressure  to  maintain  vice  control  m.ust  ""-e  continuous. 

An  evaluation  cf  the  n:ed    for  a  ChinatoiAjn  squad  is  difficult. 
Tourists  exT-^ect  to  find  in  Chinatown  all  cf  the  sins  portrayed  in 
thrill  novels.   It  is  reported  that  they  want  to  see  the  opium 
dens,  and  the  subterranean  cell'-rs.   Actually  the  police  did  make 
an  arrest  for  keeping  pn   opium  den  while  this  rer^ort  was  in 
preparation,  but  the  problem  is  not  wldes-^read.   Prom  January  1, 
1957,  to  August  15,  1957,  the  ChinatcxTO  squad  m- de  I5  arrests;  six 
for  gambling,  eight  for  firecrackers,  end   one  other.   Undoubtedly 
vice  condition  patrols  must  be  maintained  in  Chinatown  as  well  as 
through  the  rest  of  the  City,  but  the  assignment  of  a  sergeant 
and  seven  patrolmen  seems  excessive. 

General  vice  i^rtrols  are  ^n  essentirl  i^^rt  of  a  vice  control 
effort.   ST^ecial  squrcis  with  special  knowledge  and  equipment  are 
certainly  necessary,  but  much  cf  the  vice  control  must  come  from 
patrol  ani  observation,  and  the  development  cf  Inform-^nts.   As 
the  need  for  further  information  becomes  pin-pointed  the  special 
squads  may  set-un  an  arr;  st,  then  borrow  r^atrolmon  from  other 
districts  to  make  the  actual  buy.   In  consequence  it  is  recommendc 
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th=^t  a  generel  vice  ^---T'trol  squpa  be  establishei  within  the  bureau 

cf  srecirl  services,  to  -ratrol  tTVcrins,  hotels,  i^nl   other  pieces 
where  the  signs  of  vice  moy  become  E'^'n^rent. 

The  positions,  -nresent  pn5   rroi^cs6-5,  in  the  "f:-ure?u  of  s-^ecial 
services  rre  cs  follows: 

Gp'otein  bureau  ST^ecial  services:  one,  in  charge. 

Patrolman,  --ss;  one,  clerk.   Continue 

PatrclT-^n  narcotics;  one,  in  ch'^rge  nai'cotic  letail. 

R;  coT.rrend  lieutenant  in  charge,  lisccntinue  r^osition 

■oatrolman  in  charge. 

Lieutenant  narcotics;  n  ne ,  Beccnmenfled  to  te  In  charge 

n-^rcotics  detail,  one. 

Assistant  insTOoctci  s  n-rrotlc;  five,  rocomtnen^  th:-se  be 

detectives. 

Prtrolrrien  narcotics;    three,    two    cf  whom   are    tenricrary 

under  cover  nien.      RacoT'-Tiend  six  -^atrclmen  narcctics. 

Serge?, nt  prostitution;    cno ,    in  charge,    recommend    instead 

a   lieutenant. 

Patrolmen  'orcstitution;    se^.'^en,    cf  whcrr   three    are    teT;rorary 

under  cover  Ten.      Continue. 

S'  rgeant  ga^iibling;    one,    in  charge,    recoiT:rpend  inste    d  a 

lieutenant. 

Lieutenant  gambling;  none,  recommend  one  in  charge  gambling 

Patrolmen  gam.bling;  four,  of  whom  one  Is  tem^Dcrary  under- 
cover.  RecoTimenr].  fcur. 

S'  rgeant  Ch  ina  town ;  cm,    in  charge  detail.   Continue. 

Patrolm.en  Chin-'tcwn;  seven,  recommend  o^ily  two. 

Sergeant  general  vice;  none,  recommend  ov.e   to  be  in  charge 

cf  a  general  vice  i^atrol  in  taverns  ^nc  so  forth. 
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Patrolmen  general  vice;  none,  recorr.mend  1?  +-c  ccnduot 
general  vice  -patrols  in  taverns  ev-6    so  forth. 

Trpffic 

Traffic  functions:   The  traffic  division  r-  rforrrs  npr-kin-;:.  end 
moving  violption  enforcement,  accident  inv'^stigation,  traffic 
engineering,  hit  ^nd  run  investigations,  i-^rocessing  of  traffic 
warrants,  -nd  the  direction  of  traffic  in  the  Sown  town  congested 
area.   In  i^"s  operation  and  leadershir'  it  is  pro'ba''"ly  one  of  the 
best  traffic  clivisions  in  the  country.   Flen  ere   assigned  to  it 
only  after  some  district  station  experience.   Its  ^roTrlenns  in 
organization  are  complex,  as  its  diverse  functions  and  units 
would  suggest.   In  I956,  largely  due  to  the  traffic  division,  the 
de-oartment  h^d  a  commenda>ly  high  enforcement  index  of  17.3- 

As  en   academic  exrrcise  the  need  for-  a  traffic  division  may 
"be  Oj^u  stioned.   The  sam.e  men  could  in  theory  "t~e  rlaced  under 
district  control  to  perform  the  same  duties,  ■^nd  in  a-^'jltlcn  te 
required  to  perform  general  district  ^^^trol.   Unf ortmi'-'^ely ,  it 
is  our  belief  ^ased  ur^on  observation  that  traffic  enf orcemr .nt 
would  suff-r  in  San  Francisco  if  the  trpffic  -livision  were  abolish^ 
in  favor  of  district  control.   Whilr  the  district  r^dio  patrols  In 
the  Park,  liichmond,  Tsr'^vel,  and  Ingleside  districts  did  execute 
moving  violation  enforcement  in  our  i-^resence  during  the  survey, 
none  of  the  cf^rs  in  '-he  rem.aining  five  strtiO'-s  ever  did  so.   In 
company  with  radio  r.atrols  in  various  -listricts  we  observed 
flagrant  accident  causing  tr--ffic  violations  which  were  ignored  by 
the  r^dlo  car  o-oerator.   Though  the  dis'^ricts  are  reluct-mt  to 
help  out  the  trT-fiic  .''.ivisicn  units  in  .-nf crcem:  nt ,  it  wrs 
apparent  th^t  ^he  traffic  division  w?s  ev:.  r  alert  to  roll  in  to 
aid  on  a  district  call.   Accident  errs  and  solo  mxtorcycles 
almost  invariably  arrive--^  on  the  scene  of  a  call  which  sounded 
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d^ngerous  cr  which  iTi.lj^ht  require  extrp  m9n"now;r.   It  w^s  e 
comforting  sight  ^o   see  the  sole  mctcrcycles  cr  sccldent  csrs 
In  to  helT^  en  ?  sheeting,  ro'Hbory,  or  inv  stig-rticn,  complaint, 
unknown.   These  units  r.re  tno)  e  than  pure  tr irff  ic  men,  they 
represent  a  ready  res^jrve  of  cai^^ble  -Dcllcemen.,  rs?dy  for  any  Job, 

Soon  the  de^'^'^rtment  will  have  a  new  and  generally''  more 
satisfactory  radio  system.   Unf ortun'^- tely ,  traffic  units  will  not 
hear  the  calls  to  district  cars  when  this  is  installed.   To  assure 
the  response  to  m.ajcr  calls  by  the  traffic  division  ^r^rsonnel  it 
is  recommended  that  tr'^ffic  cars  an:''  motorcycles  be  called  upon 
to  perfcrm  complaint  runs,  eith  r  to  back  ut  a  district  rafic 
car,  or  to  take  the  call  if  no  district  car  is  availa'tle.   At  the 
same  time  pressu  e  should  be  applie'^  to  district  radio  car  men, 
through  channels,  to  incre-se  their  traffic  enf '-rcement.   Else- 
where we  recom.m.end  a  sim.plicatlon  of  the  accident  investigation 
form  used  In  miner  acci'"''ents.   If ■  this  is  dene,  district  ladic 
cars  should  he  called  uron  as  a  matter  of  routln.  to  cororlete 
minor  a cc  1  f. ent  1  nv est iga 1 1  ens  . 

Traffic  erganizatien:   The  ccmimander  of  the  trafTlc  '"ivislon 
is  the  Directer  of  Traffic.   Tllsewhere  in  this  rencrt  the  argum.ent 
Is  -oresented  for  amending  the  Charter  te  -Drevide  a  Deruty  Chief 
for  the  pesitlcn.   Subordinate  tc  the  Director  is  one  "Captain" 
of  traffic.   We  hav.-  reco;iiraended  that  the  ■position  be  discon- 
tinued.  Other  officers  who  are  directly  subcrdln:- tc  tc  the 
Director  are:  captain  m.etorcycl-;S,  lieutenant  fixed  rest,  lieu- 
tenant acci^'ent  -^i  evention  bureau,  s..rgeant  engineering,  sergeant 
Signs,  sergeant  statistics,  insr-oct'^r  schcol  T-^atrols,  s-^r^eant 

t education,  sergeant  tr^'ffic  w-rrants,  ^nd  a  patrolman  clerk. 
It  anreais  tc  us  that  the  i^roblems  of  the  sclo  m.otcrcycles 
and  threo  wheel  mctcrcycles,  new  each  headed  by  a  lieutenant 
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undcr  e   ccmmcn  captain,  hr.ve  littlj  in  coT:trcn.   The  sclo  meter 
cycles  pre  ccncerned  rrlm'^'rily  with  movinij.  vicl^ticn  enf crcemeint, 
in  other  words  accident  Tirevention.   The  soles  do  net  heve   beats 
in  the  congested  area  down  town.   The  thre„  wheel  motorcycles  are 
concerntd  with  -^rrkine  an-l  con:;esticn  centre  1  in  the  business  and 
business  fringe  areas  downtown.   They  do  not  operate  in  the  "out- 
field stations" ,  "^he   accident  prevention  bureau  is  concerned  with 
accident  ■prevention  and  traffic  -:nf ~rcement,  a  common  c^jactive  witi 
the  sclo  motorcj^cles .   Fixed  ■!:^ost  men  are  only  in  the  down  town  are£ 
They  are  concerned  with  congestion  control  and  sho^-i^er  convenience, 
as  are  the  three  whei;l  motorcycles.   Thus,  based  upon  the  object  of 
their  efforts,  en   organizational  realignm.ent  of  the  four  major 
operating  units  in  the  traffic  division  appears  desirable.   It  is 
recommended  thrt  the  s@lo  motor  cycles  and  the  accident  bureau  be 
placed  under  a  common  captain,  rerhaps  to  be  known  as  the  captain 
for  traffic  safety.   It  is  further  recom,mended  that  the  three 
wheel  motorcycles  and  the  fixed  post  units  be  ••■^■laced  under  a 
common  captain,  perhaps  to  be  known  as  the  captain  for  traffic 
congestion. 

In  considering  the  desirable  sui^erviscrj''  organization  for 
the  captain  of  traffic  safety  a  number  of  possibilities  were  con- 
sidered.  It  h^d  >^een  suggested  by  the  members  of  the  division 
itself  that  a  lieutenant  remain  in  command  of  each  constituent 
unit:  solo  and  accident.   It  is  our  cons  l  ""'.ered  opinion  that  little 
would  be  gained  ''■^y  the  marriage  if  such  ^^.n   organizational  pattern 
were  ado"ntec3,  as  a  functio^ial  suf^ervisicn  woul^,  be  merely  super- 
iTipcsed  on  -nether  functlon'-^l  surervision.   If  one  level  of 
command  was  tc  be  functional,  the  next  lower  level  shculd  be  either 
on  a  time  of  day,  or  area  basis.   It  anreared  to  us  that  the 
greatest  supervisory  control  would  be  achieved  by  abolishing  the 
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positions  c:f  lieutenant  cf  sclcs  ?n^.  lieutenant  cf  acclrlent 
prevention,  ?ni  Instsri  create,  three  -ncsiticns  of  lieutenant: 
Lieutenant  traffic  safety  ?ay,  lieutenant  traffic  safety  evening, 
and   lieutenant  traffic  safety  miflni^rht  watch.   Each  lleu'^enant  wculc 
thus  be  responsible  for  t:'e  solo  anu  acci-eiit  oien  on   the  street, 
during  his  wrtch.   The  serge-rnts  succrc'ln:  t^  to  the  watch  lieutenan-". 
might  best  be  assigne:!  to  grou'^s  of  solo  motorcycle  rren  or  groups 
of  acci:''ent  men  to  rotate  tours  with  the  sam'-^  men,  end,   be  organi- 
zationally iaentifie.f;  with  their  men. 

The  vehicle  inspection  unit  is  not  now  a  i^-^-rt  of  the  traffic 
iivision.   However,  its  fieli  functions  suggost  the  desirability 
of  its  Inclusion  in  the  co^m.^^nd  cf  the  ca^-tain  for  traffic  safety. 

The  hit  an-''  run  detail  is  now  a  rr^rt   of  the  accident  ^reventlci 
bureau.   It  ^ould  become  a  '^■^vt   of  the  comm.anii  of  the  caritainfor 
traffic  safety. 

The  organization  cf  the  ca-otain  for  traffic  safety  should  be 

as  follows: 

Der-uty  Chief  traffic 

Ca-'tain  traffic  sr^fety 

Lieutenant  d.py ,    7  am  to  3  ^ni 

Sergeant  solo  mc  7  am  to  3  V^ 
"      accident  7  am  to  3  pm 
"   solo  mc   noon  to  3  •nm. 
"   desk  duty 
Lieutenant  evening,  3  "^ni  tc  11  pro 
S-..r-''j:?ant  solo  noon  to  8  r^m 

""     "      3  pm  to  11  rm 
"   acaiient   3  ^^-  tc  11  rm  two 
"   desk  "uty 
Lieutenant  mi:'' night,  11  ^m  to  7  am 
Sergeant  solo     11  pm  to  7  am 
"   accident   11  ^m,  to  7  ?m 
"   desk  5uty 
Lieutenant  vehicT  e  ins'^ection 
"    hit  pnd    run 

An  organizational  marriage  of  the  fixed  -^ost  an'3  three  wheel 

m.otcrcycle  uni"^s  is  sim-nler.   Eo^h  work  primarily  "'  ^ey   vjatch,  and 
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both  are  actlx''e  cnly  Ih  the  business  an:!  husiness  fringe  are?s. 

Again,  twc  lleuten-^'nts  su'^cr finite  tc  the  Gastrin  cf  ccn^esticn 

are  indlcatea,  but  their  tncst  effectiA'-e  ocntrcl  will  be  achieved 

en  an  area  ^asis.   Prcbrbiy  0'  Psrrei 1  Street  wcub^  mpke  9S 

workable  ^ivi^'ing  line  as  ^ny:    everything  ncrth  cf  0'  Iferrell  Street, 

whether  fixed  ^cst  or  three  wheel  being  uniler  the  supervision  of  one 

lieutenant,  an;"!  everything  south  ^;f  C'FarreTl  the  responsibility  of 

the  ether  lieutenant.   Siri-.e-nts  should  be  divided  about  as  follows: 

Cant?in  tr?,ffic  con2.estlon 

S+--tion  Sergeant 

Lieutenant  north  0'  Frrrell 

One  ser-eant  7  s-n;  tc  3  pm 

Two    "   10:30  am  tc  6:30  pm 

Lieutenant  south  0'  Parrell 

One  s.rgeant  7  ani  to  3  pm 

Two  smgepnt  10:30  am  tc  6:30  pm 

The  underlying  principle  behind  the  recomraendaticn  for 

consolidating  the  activities  of  trie  three  wheel  b'iC   fixed  post 

detail?  is  mobility.   There  -^re  many  intersections  in  the  business 

area  which  crn  becom.e  congested  given  the  slightest  T^rcvoc?tion, 

If  an  electric  '^us  boom  sli^-s  off  of  the  wires  ^t  rush  hour  the 

traffic  will  ti3  wo   for  blocks  in  all  directions  in  a  matter  of 

m.inutes.   Actually,  as  in  the  case  cf  z^n   electric  bus  ''rocm,  the 

fault  may  be  ccrrected  in  less  th^n  --  minute,  but  damage  has  been 

done  tc  the  traffic  ^af-^-rn  fcr  some  little  time,  thereafter. 

Essential  police  action  requires  an  immedl-^te  and  intelligent 

denloyment  cf  available  -^'crsonnel  to  control  the  T^roblem..   This 

can  only  be  done  if  resi^cnsible  commanders  ai'e  on  the  stieet, 

equi^r-edi  with  two  way  ra^iios,  and  in  a  T■^csiticn  to  i-lace  into 

CT^eration  vn   organizationally  coherent  traffic  unit.   Fcr  this 

reason  it  is  recommended  that  lieutnants  be  equir'-'Od  with  a  radio 
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sedan,  an"!  thrt  rll  ser^ernts  in  tne  ccngDstlrn  rlivisicn  be 
ec^ui^r-ed  with  three  XMheel  n:ctcr  cycles.   This  "!•■  st  suggestion 
hrs  been  opposed  by  the  fixe.'  -^crt  unit  in  the  pc'st  on  the 
grounds  th?t  it  would  mrke  sergernts  mere  •::ffective  ?n-r  that 
therefore  fewer  fixed  r^cst  sergernts  would  be  required. 

There  ^re  e   numb  t  of  smpll  pdministr^tive  units  which  now 
rerort  directly  to  the  Director.   These  units  ^re:    school  safety, 
e=?ucrtion,  engineer in,^',  statistics,  enC   e   ■•^ptrolmpn  clerk.   It  is 
administrptively  lesir?.b"'e  to  recognize  v   ranking  cf-'icer  for 
those  ?,diTinistr?'tive  units.   It  is  therefore  reccmmonded  that 
"-^csiticn  of  lieutenant  for  pdmlnistrption  be  created,  to  rercrt 
directly  to  the  De^^uty  Chi-.f  frjr  traffic. 

One  other  traffic  activity  should  continue  to  be  directly 
subcrdinsit-  to  the  Der^uty  Chief  for  trrffic:   traffic  warrants. 
Built  into  a  strongei""  centralized  warrant  -?et:^il,  comii'nciea  by 
a  lieutenant,  the  detail  could  free  '-nen  in  district  stations  who 
now  serve  rrii   record  warrants  fcr  other  duties. 

Solo  motc'rc^^cles:   Traffic  enforcement  would  -arobably  be  as 

effective  if  one  man  sedans  weie  ust;5  instead  of  solo  meter  cycl  s. 

They  are  dem.onstably  d'-ngerous,  they  cannot  be  used  in  inclement 

weather  (when  in  many  res^^^ects  they  are  needed  most),  an:!  they 

cost  a.lrnos+"  twice  as  much  as  -n  automobile  when  both  are  radio 

equirr^ed.   From  July  to  lecem't-er  I956,  the  cost  cf  diSF'T^ility  ray 

fcr  solo  motorcycle  men  w<^,s  f  16,361  rs  comr^^red  with  tpl02^  in 

the  accident  -prevention  bureau,  '^.1^55   f'^^  the  three  wh^.^l  mictor- 

cycles,  T.-'.   one  ■  to  t  ree  thous^nf!  dol^'-^rs  in  sev^:  ral  static>ns.   In 

195^,  there  were  repofctedly  I06  accidents  involving  solo  m.otcr- 

cycles  in  the  -^clice  de-^-rtment,  38  with  ^-^..rsonrl  injury.   A  solo 

motor  cycle  with  radio  costs  about  ^"2250,  while  a  sed^n  with  radio 

transferred  costs  a^-cut  $1^00.   P<:rt  of  the  re-^son  fcr  the  ad-Utlcna: 
costs  is  th^t  ■•'t  least  until  now  the  raoics  installed  on   a  solo 
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motcr  cycle  ars  net  re-usTMs  when  the  nr^ chine  is  rei^lrced  ?.s  they 
Bve   en   r.  se5an. 

Clearly  the  vcters  of  S^.n  Frsnciscc  like,  the  sole  meter  cycles, 
rs  c  ch?.rtt,r  r^  y  rc-lst  f  c  r  these  men  ws  the  only  money  aiTionciment 
which  -^assecl  in  the  1957  election.   In  the  opinion  of  several  of  the 
solo  motf^r  cycle  men  themselves,  -r'n-''^  their  s.-rge-^nts ,  better  .^nd 
s?fer  enfcrcemont  can  be  pchieve:!  by  -redans  en   the  freeway  at 
night,  rni  on  several  of  the  arterial  street's.   We  concur  in  their 
opinion.   The  argument  against  the  solo  on  more  locally  travelled 
stre'-.ts  is  less  i^ositive,  :^'S  tht;ir  acceleration  ?nd  maneuverability 
m.ay  facilitate  some  "sto'^^s"  unJer  conditions  unfavorable  to  the 
sedan.   We  have  analyzed  in  detail  the  enforcement  records  of  the 
individual  solo  berts,  and  the-;  accidents  which  occur  en   themi.   We 
found  th-t  from.  7  a.  to  1  -^m  only  the  frocvr?y  "^o'^t  was  active  on-; 
enforcement,  ?nd  only  the  beat  which  covers  (^■- rtially)  the  Northerr 
distrir-t  w?s  active  on   accidents.   A.rain,  from  7  pi^  to  2  am  only 
two  beats  were  active  on  enforcement,  and  three  on   accidents.   Durii 
the  peak  hours,  on   the  ether  hand,  from.  1  -om  to  7  pm  while  only 
three  beats  were  active  on  enforcement,  six  were  active  on   acci- 
dents.  We  conclude  th??t  the  greatest  need  for  m.otorcycle  m.en  is 
during  the  rfternccn  ^nd  early  evening,  vn^   thrt  there  Is  little 
need  for  so  m-ny  meter  cycle  men  before  and  after  this  ^^eriod. 

?nalyzin,ii  the  sr.ot  ma^-^s  of  accidents  the  following  locations 
a^^-oeer   to  ex^-^erience  the  great-rst  concentratien  of  accidents,  and 
r^robably  therefore  nerd  the  kind  of   enforcement  which  a  traffic 
division  C'^n  sup^^ly:  Fillmore  St;  V-^n  Ness  St;  Laguna  St;  Market 
St;  Eddy  St;  Ellis  St;  Feprny  St;  Cclu'r^.-us  St;Bayshcre;  Mission 
St;  and  r^?rts  of  3rd  St;  Divisi'^'ero;  California-  17th  St;  ^nd  the 
Pr-eway.   Thr-  solo  motorcycle  beats  themselves  shift  with  the 
time  of  ''.ay,  an-^  havf  '-een  recorded  on  maT^s. 
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Due  to  the  limitations  of  the  solo  motor  cycle,  their  cost, 
the  safety  of  the  men,  and  the  apparent  need  for  enforcement  it 
is  recommended  that  five  V8  sedans  be  acquired  for  the  unit,  to 
be  used  in  enforcement  on  the  free  way,  and  in  the  general  region 
of  beats  1-2,  3,  9,  and  10,   There  are  arterial  highways  in  these 
areas  wherein  a  high  performance  sedan  can  show  to  advantage. 
These  are  in  addition  to  the  solo  motor  cycles  recommended  here 
after.   Solo  men  assigned  to  these  "speed  cars"  should  continue 
to  receive  hazard  duty  pay  much  as  air  force  pilots  who  are  on 
other  assignments  are  allowed  to  get  flight  tim^e  logged  for  pay 
purposes, 

V/e  have  mentioned  the  accident  spot  maps,  and  the  fact  that 
many  of  the  arterial  streets  stand  out  as  experiencing  many 
accidents.   The  doctrine  of  the  traffic  division  has  been  that  the 
solo  motor  cycle  men  should  patrol  an  area  beat  with  equal  inten- 
sity.  We  present  that  district  cars  can  and  should  perform 
enforcement  on  local  travel  streets,  and  that  the  traffic  division 
enforcement  effort  should  be  aimed  at  those  streets  which  are 
arterial  in  nature,  and  upon  which  many  accidents  occur.  On  this 
basis  it  is  recommended  that  motor  cycle  beats  be  redrawn  to 
concentrate  on  arterial  streets:  Great  Highway,  Junipero  Serra, 
Sunset  Blvd.,  Sloat,  19th  Ave.,  Park  Presidio,  Lombard,  Van  Ness, 
Alem^any  Blvd.,  Ocean  Ave.,  Dolores,  Market,  Kearny,  Sddy,  Ellis, 
Mission,  San  Jose,  Freeway,  Army,  and  Fillmore  Street. 

Although  spot  maps  and  summaries  are  prepared  by  the  traffic 
statistical  division  monthly,  and  distributed  to  the  solo  unit, 
it  appears  desirable  that  copies  of  all  personal  injury  and  major 
property  damage  accidents  also  bo  run  off  and  made  available  to 
the  solos.   In  this  way  men  can  analyse  the  possible  causes  of 
\   accidents  on  their  solo  beat,  and  initiate  appropriate  enforce- 
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ment  action.   These  accident  reports  should  be  filed  by  beat 

number  for  easy  reference. 

Under  the  recommended  reorganization  of  the  traffic  safety 
effort  the  solo  sergeants  are  important  to  supervisory  control. 
It  is  a  matter  of  experience  that  supervisors  are  the  most 
effective  when  the  same  sergeant  always  supervises  the  same  men, 
regardless  of  their  working  shift.  The  alternative,  that  is  when 
subordinates  skip  from  one  supervisor  to  the  next,  is  a  lack  of 
responsibility  by  any  supervisor.   E'er  these  reasons  it  is  recommend- 
ed that  about  7  patrolmen  be  assigned  to  each  shift  sergeant  of 
isolos,  and  the  sergeant  and  his  men  rotate  tours  together.   Two  re- 
lief sergeants  should  fill  in  for  the  shift  sergeants  on  day  off  etc. 
The  shifts  should  be:  one  7  am  to  3  pic,  one  shift  noon  to  8  pm, 
one  shift  3  pm  to  11  pm,  and  one  shift  11  pm  to  7  am. 

Solo  motor  cycle  men  drive  their  machines  home  after  work,  on 
the  stated  theory  that  they  are  then  prepared  to  respond  in  an 
emergency.  Actually  it  is  a  matter  of  convenience  to  the  officer 
to  be  able  to  give  his  wife  the  family  car.   Men  are  not  required 
to  take  their  machine  home,  but  rather  prefer  to  do  so.   In  the 
past  accidents  going  to  or  from  work  on  a  solo  were  considered  as 
being  in  the  line  of  duty:  he  might  have  stopped  a  traffic 
violator  if  the  offense  were  sufficiently  serious.   One  officer  was 
killed  while  driving  his  machine  home,  and  it  was  ruled  to  be  a 
line  of  duty  death.  Recommend  that  officers  who  choose  to  drive 
their  machines  home  do  so  at  their  own  risk.   If  they  are  subse- 
quently called  out  the  duty,  since  directed,  would  be  line  of  duty. 

The  public  may  hc.ve  long  suspected,  and  the  police  have  denied 
It,  but  it  is  true  that  solo  motor  cycle  men  are  on  what  amounts  to 
a  quota  system  for  traffic  tickets.   It  is  not  stated  so  bluntly, 
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but  solo  motor  cycle  men  know  that  if  a  man  is  low  man  on  the 

point  chart  (prepared  for  administrative  use  by  the  statistical 

unit)  for  too  many  months  he  will  be  transferred  from  riding. 

Since  solo  men  do  receive  an  additional  |15  a  month  now,  and  may 

soon  receive  an  extra  ^50   a  month,  none  wish  to  be  low  man,  A  m-an 

who  writes  less  than  four  a  day  consistently  would  worry.   The 

result  is  the  existence  of  what  are  locally  known  as  "duck  ponds", 

where  all  drivers  including  the  police  commit  a  violation, 

,  Unnecessary  stop  signs  are  an  excellent  place  to  pick  up  a  day's 

I 

I  quota  quickly,  as  are  the  Freeway  sections  near  ramps  where  a 

cutting  in  violation  cannot  help  but  be  observed.   Let  this  be 
clear:  the  police  themselves  do  not  approve  of  the  methods 
forced  upon  them;  they  recognize  them  as  being  unprofessional. 
The  fault  lies  with  a  limited  segment  of  the  divisional  adminis- 
tration which  has  expressed  the  doctrine  that:  we  should  make 
arrests,  even  for  violations  which  do  no  harm,  because  if  we 
arrest  the  public  often  enough  perhaps  accidents  will  decrease. 

Table  I  presents  the  present  and  proposed  personnel  distri- 
bution of  the  solo  unit.   Listed  are  the  positions  and  beats,  by 
the  time  of  day  worked.   In  the  proposed  distribution  the  letter 
"S"  following  the  m.anpower  designation  "1"  Indicates  a  sedan. 
It  should  be  noted  that  the  distribution  does  not  provide  for 
any  miOtor  cycles  to  be  on  the  street  after  11  pmi,  as  a  safety 
and  effectiveness  measure.   No  manpower  is  recomm'ended  for  an 
office  patrolman  since  it  is  anticipated  that  the  accident  pre- 
vention bureau  will  be  consolidated  with  the  solo  m^otor  cycles, 
and  that  the  APB  will  provide  desk  coverage.   Also  no  men  are 
recomimended  under  paint  crew,  as  this  is  an  unnecessary  detail  to 
act  as  flagm.an  for  two  of  the  three  street  paint  crews  in  the  Depart- 
ment of  Public  Works,   If  flagm.en  are  required,  recommend  they  be 
r  laborers. 
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The  distribution  of  solo  personnel  presented  shows  one  lieu- 
tenant, eight  sergeants,  ?^nd  6?  patrolmen  at  present.   The  proposed 
distribution  shows  ten  sergeants,  56  patrolmen,  and  the  number  of 
lieutenants,  which  is  three,  left  open  as  they  will  also  be  lieu- 
tenants for  APB.   VJhile  this  may  appear  to  be  a  reduction  in  the 
enforcem.ent  effort  such  is  not  the  case.   We  have  provided  ^0 
men  for  rush  hours,  while  the  present  distribution  provides  but 
28  at  that  time  of  day  when  they  are  needed  m:0st.   We  have  re- 
duced the  solo  coverage  on  partlcul?,r  beats  at  the  tim^es  of  day 
when  experience  shows  that  there  are  neither  sufficient  violations 
nor  sufficient  accidents  to  warrant  more  traffic  enforcem.ent  that 
the  district  cars  can  be  reasonably  expected  to  provide. 

Accident  prevention  bureau:  This  unit  is  im.properly  called  the 
accident  prevention  bureau,  a  more  correct  term,  would  be  accident 
investigation  bureau.   It  is  located  on  the  second  floor  of  the 
Central  district  station,  while  its  recomjuended  organization  sister 
unit  is  now  located  in  a  building  behind  the  Southern  statlono   It 
would  be  possible  for  the  APB  to  work  out  of  the  solo  mooter  cycle 
building  now,  and  that  would  effect  a  saving  in  manpower  on  desk 
work.   However,  it  is  assumed  that  the  consolidation  of  office 
functions  will  be  delayed  until  the  new  Hall  of  Justice  is  built, 
although  the  rem,alnder  of  the  proposal  to  form  a  traffic  safety 
unit  with  the  solo  and  APB  units  can  be  executed  at  any  tlm:e. 

The  APB  consists  of  a  lieutenant  commander,  a  desk  sergeant 
on  each  shift,  perhaps  a  street  sergeant  (and  perhaps  not),  three 
to  ten  accident  investigation  cars  depending  upon  the  tlm,e  of  day, 
and  several  clerical  functions.   A  subordinate  unit  which  yet 
retains  its  own  identity  is  the  hit  and  run  detail.   The  hit  and 
run  unit  is  headed  by  a  sergeant,  and  c-^nsists  of  five  asslsta.nt 
inspectors ,  and  four  patrolmen. 


-70- 
A  signal  of  weakness  In  the  APB  is  the  lack  of  consistent 

street  supervision.   For  little  reason  the  bureau  insists  that 

a  sergeant  n:ust  be  on  desk  duty  at  all  time,  inside.   Since  the 

duties  of  the  desk  are  nominal,  and  we  noticed  an  excellent 

collection  of  light  reading  magazines  at  the  desk,  it  may  be 

assumed  that  the  sergeant  would  be  of  greater  good  on  the  street 

supervising  his  men.  The  need  for  street  supervision  was  apparent 

by  the  m-anner  in  which  some  officers  issued  citations  at  accidents, 

their  driving  habits,  and  the  fact  that  several  APB  men,  on   duty 

were  discovered  playing  cards  in  the  Central  Emergency  Hospital 

one   Sunday  afternoon.   The  bureau  has  seven  sergeants.   If  three 

lEUst  be  on  the  desk  for  the  2^'   hour  day,  3nd  allowance  is  m.ade 

for  day  off,  sick  and  vacation  there  remain  the  equivalent  but  two 

and  a  half  sergeants  to  cover  the  street  supervision  for  the  same 

shifts,  fethematically ,  if  three  sergeants  are  to  be  inside,  and 

three  outside  on  all  shifts  nine  sergeants  would  be  required. 

As  was  presented  in  discussing  the  organization  desirable  in 
the  solo  motor  cycle  unit,  it  is  desirable  that  the  sam.e  street 
sergeants  work  with  the  sam.e  group  of  m^en  on  all  shifts.   As  the 
platoon  rotates  from,  day  to  night,  so  its  sergeant  should  rotate 
with  it.   To  this  end  we  have  proposed  an  organization  of  the 
APB  crews  so  that  approxlm.ately  12  m.en  are  assigned  to  each 
street  sergeant. 

By  utilizing  overlapping  platoons  during  the  evening  rush 
hours  a  m.axlmuro.  num.ber  of  men  are  provided  when  they  are  needed  m.ost 
for  accident  investigati:-n,   ^t  other  tim.es,  the  numiber  proposed 
is  sufficient  to  investigate  accidents  and  also  to  aid  district 
cars  on  difficult  calls.   It  is  anticipated  th-^.t  all  APB  c?irs  will 
be  two  m.an  cars,  as  the  efficient  investigation  of  an  accident, 
and  the  handling  of  traffic  is  facilitated  by  adequate  manpower. 


Occasionally,  during  the  evening  rush  hours,  si.ll  APB  cars 
are  -^ut  of  service  Investigating  accidents.   At  sucn  times  a 
district  station  car  is  directed  to  "standby"  the  accident.  This 
takes  the  district  car  off  of  patrol,  but  accomplishes  little. 
The  district  car  does  not  investigate  the  accident,  but  only  waits 
for  an  APB  car  which  may  require  up  to  half  an  hour  to  arrive, 
Meanwhile,  an  accident  is  blocking  a  street,  witnesses  wander  away, 
and  the  public  properly  wonders  why  the  policeiran  doesn't  do 
something.   As  soon  as  the  accident  car  does  arrive  it  will  mark 
the  position  of  vehicles  on   the  road  with  chalk  and  call  a  tow 
truck  to  clear  the  street.   There  is  no  reason  why  district  station 
cars  cannot  ha.ndle  property  damage  only  accidents.  While  it  is  true 
that  the  accident  investigation  form  now  in  use  in  the  department 
Is  long  and  time  consuming,  it  is  unnecessarily  so.   The  membership 
of  the  Internatl'^nal  Association  of  Chiefs  of  Police  expressed 
their  combined  judgement  several  years  ago  that  a  complete  accident 
investigation  is  unnecessary  in  routine  and  minor  accidents.  All 
that  is  required  Is  a  report  of  the  location,  the  names  of  the 
parties  Involved  and  their  license  num.bers,  and  whether  a  citation 
was  Issued,   The  number  of  years  driving  experience,  the  num.ber 
of  times  both  drivers  have  used  the  road  where  the  accident  occured, 
the  weather,  and  a  host  of  other  questions  now  c-'ntained  on  the 
accident  investigation  form,  are  m,eanlngless  in  routine  -^nd  minor 
accidents.   In  personal  Injury  accidents,  accidents  involving 
City  equlpm-ent,  accidents  at  especially  hazardous  locatl:::ns,  and 
really  m.aj-r  property  dam;age  accidents  a  full  scale  Investigation 
by  the  APB  is  justified.   Recommended  that  the  accident  form  used 
on  rautlne  property  damage,  only  accidents  be  shortened  to  a,  few 
slm.ple  facts,  and  that  district  station  cars  be  supplied  with  und 
use  these  forms  in  lieu  of  accident  car  service. 


..B^f-ft^'- 
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Two  patroliren  are  assigned  to  checking  for  revoked  licenses 
in  the  APB,  known  as  the  332  detail.   This  detail  attempts  to 
"  maintain  a  card  file  of  driver  names  in  all  accidents,  and  the  names 
of  San  Francisco  drivers  with  revoked  licenses  or  who  have  been 
involved  in  a  hit  and  run  accident.   The  preparation  of  driver 
names  in  all  accidents  is  unnecessary,  as  the  bureau  of  criminal 
informaatlon  also  maintains  such  files «   Recommiend  that  this 
portion  of  the  file,  which  is  the  major  tim.e  consuming  portion,  be 
discontinued. 

One  patrolman,  nominally  under  the  APB  is  assigned  to  chauffeur 
the  Chief  Administrative  Officer.   This  is  not  a  police  function, 
and  the  detail  should  be  disc:^ntinued, 

Of  the  other  positions  in  the  APB,  there  is  one  patrolm^an 
designated  as  court  officer.  He  arranges  court  dates  for  APB  m^en, 
and  takes  investigation  reports  to  court.  Almost  certainly  a 
procedure  can  be  worked  out  with  the  court  which  would  eliminate 
this  position.   Apparently  a.t  "ne  time  the  court  officer  called 
cases  for  the  court  as  a  court  clerk.  The  court  officer  no 
longer  performs  th^t  function,  and  appears  to  be  vestigial  in 
nature.   The  tow  officers  record  the  tow  truck  firmi  assigned  to 
tow  cars  improperly  parked,  involved  in  accidents,  and  so  forth. 
The  only  reason  that  the  police  keep  the  tally  seems  to  be  that 
the  operators  do  not  trust  anyone  else  to  allocate  Jobs  fairly. 
Future  contracts  with  the  tow  truck  operators  should  specify 
that  they  emiploy  their  own  "tow  officer".   P^^ur  patrolmen  are 
assigned  as  desk  clerks  in  the  APB,  and  two  others  serve  as  re- 
lief.  A  little  slmiplif ication  in  the  inform.ation  kept  in  the 
log  book  would  make  a  reduction  to  three  men  workable. 
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The  positions  in  the  APB,  present  and  proposed,  are  as  follows 
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Total  1  L-c.,  7  Sgt.,  64  Ptim: 1  Cap.  3  Lt.  11  Sgt.57itiD. 

The  hit  and  run  detail  is  concerned  with  accidents  in  which  one 

or  more  operators  failed  to  stop  to  take  the  statutory  steps.  Of 
approximately  18,000  accidents  in  1956,  there  were  approximately  3700 
hit  and  run  accidents,  A  high  fraction  of  these  hit  and  run  acci- 
dents involve  cars  parked  at  the  curb  at  night  while  the  owners  are 
hom.e  in  bed  or  are  at  work,   A  drunk  driver  perhaps  swings  around  a 
corner  and  hits  the  parked  car.   He  backs  awa.y  from,  the  accident  and 
proceeds.   No  witnesses,  probably  paint  transfer,  two  dam.aged  cars. 
There  is  very  little  for  the  investigator  to  start  with;  there  is  an 
excellent  chance  that  the  hit  and  run  driver  will  not  be  apprehended. 
At  other  times  there  is  a  better  chance  of  apprehension:  perhaps  a 
witness  observed  a  part  of  a  license  num.ber.   In  either  case,  intell^ 
gent  direction  is  desirable  to  prevent  time  being  wasted  on  hopeless 
investigations,  and  to  assure  that  all  leads  in  all  investigations 
are  carefully  followed  out.   The  hit  and  run  detail  c^nsists  of  a 
sergeant,  five  assistant  inspectors,  and  four  patrolmen,   Recomim.end 
that  the  detail  be  headed  by  a  lieutenant,  assisted  by  9  oetectives. 
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The  vehicle  inspectl~n  detail  is  n:^w  organizationally  a  part 

of  the  Department  Secretary  command,  but  should  properly  be  a 
part  of  the  comiEand  of  the  Captain  for  traffic  safety.   The 
detail,  which  consists  of  a  lieutenant,  one  sergeant,  and  two 
patrolmen  patrols  the  streets  for  taxi  and  jitney  bus  violations, 
and  licenses  night  club  parking.   The  manpower  level  is  adequate. 
Apparently  there  is  no  recognized  signal  whereby  a  taxi  or  jitney 
driver  can  in  effect  ask  the  police  to  stop  or  follow  hliD,   At 
times  it  is  valuable  in  catching  a  criminal  if  the  taxi  driver 
is  able  to  attract  the  attention  of  the  police  without  alerting 
the  passenger.   The  use  of  parking  lights  is  a  possible  signal, 
as  is  the  removal  of  the  hat,  turning  the  outside  roof  light  off 
or  on,  or  riding  the  brake  light.  Whatever  the  signal  which 
can  be  agreed  upon  by  the  police  a  cab  drlveife  such  signal  for 
"stop  or  follow  me,  I  am  suspicious  of  my  fare"  should  be  agreed 
upon. 

Three  wheel  m.otorcycles ;  The  three  wheel  motorcycles  are  con- 
cerned primarily  with  parking  control  and  traffic  congestion.   Under 
the  miotorcycle  captain,  the  head  of  the  three  wheelers  is  a  lieu- 
tenant.  Subordinate  to  the  lieutenant  are  five  sergeants  and  56 
patrolmen,   A^pparently  the  greatest  problemi  with  these  miOtcr- 
cycles  is  the  unequal  distribution  of  the  number  of  m^eters,  and 
blocks  of  restricted  curb  on  the  various  beats.   Beat  3^  has  ^?6 

1  meters  and  20  blocks  of  truck  loading  curb,  beat  38  has  512  meters 

i 

I    and  15  blocks  truck  loading  curb;  while  beat  9  has  only  33  meters 

and  2k-   blocks  of  truck  loading,  and  beat  2B  has  70  m^iters  and  only 

7  blocks  of  restricted  curb.   It  is  a  general  rule  of  thumb  that 

a  three  wheel  m.otcrcycle  can  provide  excellent  enforcemient  on 

about  350  to  400  m^eters,  with  the  normial  amount  of  other  restricted 

parking  on  tho  beat.   On 'this  basis,  it  is  recom.mjended  th^t  the 
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total  number  of  beats  remain  substantially  the  same,  but  that 

boundry  lines  be  redrawn  to  more  equally  distribute  the  work  load. 

Three  patrolmen  are  assigned  as  a  floating  enforcement  detail, 
known  locally  as  the  "flying  saucers".   Though  It  is  a  method  to 
prevent  beatmen  from  m.aklng  "deals"  with  persons  who  p?,rk  regularly 
on   the  beat,  that  Is  actually  a  functl:^n  of  close  supervision.   If 
street  supervision  can  be  made  effective,  the  flying  saucers  can 
be  worked  into  other  assignments.  The  street  supervision  of  the 
lieutenants  for  traffic  congestion  is  recommended  elsewhere  in 
this  report* 

There  is  probably  no  single  correct  number  of  men  who  should 
be  assigned  to  three  wheel  m.otor  cycle  ?^nd  fixed  post  work:  the 
public  convenience  rather  than  public  safety  is  basically  Involved, 
If  the  public  desires  more  parking  and  congestion  convenience  in 
the  downtown  area,  they  can  buy  it  with  ff.ore  men.   If  less  con- 
venience Is  bearable,  fewer  men  can  be  used.  Whatever  the  level, 
it  will  be  clear  to  the  public  just  what  it  is  buying.   For  that 
reason  we  have  not  recomimended  a  change  in  the  service  level  in  the 
downtown  area:  it  is  a  matter  of  public  policy^ 

Fixed  posts;  All  San  Francisco  is  familiar  with  the  men  of  the 
fixed  post  detail.  Distinguishable  by  their  white  hat  they  stand  at 
m.any  downtown  intersections  blowing  their  whistle  each  time  that 
a  light  changes  from  red  to  green,   A  few  hours  observation  will 
demonstrate  th"t  this  has  become  the  sole  objective  of  the  fixed 
post  men:  to  blow  the  whistle.   Cars  may  wish  to  make  a  turn,  and 
thereby  congest  traffic,  old  pers'~ns  may  need  to  cross  the  street, 
or  vehicles  m:-.y  violate  pedestrian  right  of  way:  the  fixed  post 
m.an  will  only  blow  his  whistle.   Actually  a  mechanical  device  can 
be  attached  to  traffic  lights  which  will  blow  a  whistle,  just  as 
the  now  obsolete  Wiley  signals  had  a  gong. 


i 
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The  public  convenience  would  be  better  served  if  the  fixed 
post  iren  were  not  so  "fixed",  but  rather  moved  about  the  down- 
town area  or  even  an  intersection  as  the  need  became  apparent. 
A  car  which  wishes  to  make  a  turn,  and  thereby  causes  congestion, 
should  be  aided  in  his  m.aneuver.   Pedestrians  and  on-com.ing  traffic 
m.ay  be  held  back  mom.entarily  to  the  general  benefit  of  all.   The 
c-:^ntrol  of  pedestrian  flow  is  especially  important,  as  a  high 
fraction  of  the  personal  injury  accidents  in  the  downtown  area 
involve  pedestrians.   The  five  point  crossings  of  Market  Street  are 
especially  bad,  and  a  special  analysis  of  pedestrian  accidents 
reveals  that  Market  Street  is  the  street  most  in  need  of  fixed 
post  men  as  a  m,atter  of  public  safety. 

While  other  p'^licem.ent  work  a  seven  and  a  half  hour  day,  that 
is  with  the  half  hour  for  lunch,  fixed  post  men  work  for  six  hours 
and  ten  minut^-s.   Twice  each  tour  each  fixed  post  man  leaves  his 
post  for  55   m.inutes  to  rest,  eat,  usually  sit  in  his  car  and  read. 
While  the  fixed  post  m.an  is  thus  disengaged  relief  patrolmen  must 
cover  in  on  his  crossing.  The  result  is  a  level  of  service  at 
a  high  cost.   Eecomm.end  that  fixed  post  men   be  allowed  to  rest 
15  minutes  out  of  each  h-^ur,  and  a  half  an  hour  for  lunch.  The 
15  minute  break  should  be  so  timed  that  a  relief  will  be  unnec- 
essary. 

Fifty  f'Tur  patrolm.en,  five  sergeants,  and  one  lieutenant  are 
now  assigned  to  the  fixed  post  detail.  The  recoffimended  organization 
for  supervision  has  been  mentl'^ned  elsewhere  in  this  report.   Of 
the  5^   men,  one  is  assigned  to  the  sa.fety  car  which  warns  pedestrians 
in  the  shopping  area  to  cross  at  inter sectlo-ns  rather  than  the 
middle  of  the  block. 
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The  remaining  n-sn  atteir.pt  to  cover  the  follTwing  intersections: 

3rd  -^.nd   Market  *  ^50  Sutter 

Kearny  and  Market  Emporium  crossing 

Montgomery  and  Market  *  Ellis  and  St  :ckton  ^- 

5th  and  Market  *  O'Parrell  and  Stockton 

6th  "     "    *  Post      "      " 

Mason  "   "    *  4th  and  Mission 

Bush  and  Kearny  5th   "     " 

Sutter  "    "  7th  "    " 
Post   "    "              •   1st  "    " 

Geary  "    "  City  Hall 

California  and  Montgomery  ^  Bush  and  Sansome 

^f  Post  and  Powell 
*      "    "  Grant 


Bush 

It 

II 

Sutter 

It 

II 

Pine 

It 

ir 

Sutter 

and  Powell 

It 

II 

Stockton 

L 

II 

II 

Grant 

Geary 

and 

Powell 

II 

n 

Stockton 

ti 

It 

Grant  * 

It  appeared  to  us  that  the  key  crossing  were  those  marked 
with  an  *  in  the  foregoing  tabulation.   These  crossings  must  be 
covered  throughout  the  business  day,   The  remaining  21  crossings 
which  are  covered  and  there  are  many  m.ore  sim.ilar  which  are  not 
covered  but  which  m^ight  need  to  be  from  time  to  time,  can  be  best 
handled  on  a  flexible  basis.   It  is  im^possible  for  any  person  to 
predict  which,  if  any,  intersections  in  the  downtown  area  will 
become  congested  a  day,  a  week,  or  a  year  from  now.   Flexibility 
is  the  ^nly  principle  of  distribution  which  can  be  of  use  against 
these  unkn'^Tm  occurrences.   Normally  most  downtown  intersections 
can  run  freely  without  any  policemjan  in  attendance  at  all.   Traffic 
lights  were  installed  specifically  to  mi^,ke  the  police  dlrecti?n  of 
traffic  unnecessary. 

For  purposes  of  organization  it  is  recomm.ended  that  the  fixed 

post  detail  be  allotted  5^  patrolmen  as  a  present,  and  that  12 

crossings  be  manned  regularly  during  business  hours  and  days  cut 

of  that  num^ber.   The  remaining  42  mien  shculd  be  assigned  to  the 

safety  car  and  to  such  intersections  as  f r  "^m.  time  to  time  appear 
desirable,   A  little  forethought  and  study  by  the  captain  of 
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congesti'^n,  his  subordinate  lieutenants  ani  sergeants  should 

result  in  a  better  distribution  of  man  and  smoother  flow  of 
traffic  than  now  exists » 

Adm.inlstrative  units;   We  have  recomimended  that  a  lieutenant 
be  assigned  as  administrative  officer  of  the  traffic  division. 
The  units  subordinate  to  the  lieutenant  should  be:  School  Safety, 
J Education,  Engineering,  Statistics,  and  a  clerk. 

The  school  safety  unit  c-nsists  of  an  Inspector  of  school 
[safety,  a  sergeant,  and  two  patrolmen.  The  rank  of  sergeant  would 
[be  appropri'^te  for  the  head  of  this  unit,  and  he  snould  be  assisted 
iby  three  patrolm^en.   The  unit  function  is  the  training  of  school 
[boy  patrols  to  protect  school  children  ^t  dangerous  traffic  inter- 
sections while  going  to  or  fr^m.  school.   The  patrols  are  most 
effective,  and  protect  well  m/any  difficult  crossings.   One  hundred 
and  thirty  of  the  City  schools  have  patrols.   They  cover  535 
[crossings  with  ^500  children  in  the  patrol. 

The  street  Intersections  which  are  c""nsidered  as  school 
srosslngs  are  established  in  part  by  studies  of  the  school  safety 
Funit,  and  in  part  by  pressure  fr-m  parent  teacher  groups  and 
[school  principals.   It  is  the  opinion  of  responsible  policemen 
[that  at  least  s"ffie  of  the  crossings  new  protected  by  the  police 
[daily  shouli  not  be  covered  by  them.   At  the  sam,e  time  there  are 
school  boy  patrols  covering  s^m.e  crossings  which  are  far  more 
idanger'^us  than  som.e  covered  by  police,  depending  up'^n  districts, 
(The  dangerous  crossings  now  covered  by  school  boys  are  primarily 
[in  the  Central  and  Northern  police  districts,  while  m.any  of  the  less 
[hazardous  crossing. s  now  covered  by  police  are  in  the  m.ore  residential 
Listricts.   V/e  dlj  view  e^.ch  crossing  now  covered  by  police  in  the 
;ourse  of  the  survey,  and  our  classification  of  hazards  for  each  will 
Ibe  presented.   VJe  did  not  ond  could  not  observe  all  535  oT   the  school 
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boy  crossings.   Attentlrn  should  be  lirectecL  however  to  providing 

adult  supervision  at  such  crossings  as  Franklin  ?.nd  Broadway,  and 
Columbus  and  Broadway  which  do  not  now  have  adult  supervision. 

One  method  for  covering  school  crossings  which  require  adult 
supervision  is  the  employment  of  crossing  guards,  prim.arily 
mothers  of  school  children.   Apparently  such  apprintments  could 
be  made  outside  of  the  lim.it s  of  civil  service,  due  to  a  recent 
Charter  am^endment.   The  m,other's  patrol  could  relieve  the  police 
from  coverage  of  some,  but  by  no  m.eans  all  crossings,  and  supple- 
ment the  school  boy  patrol  at  miany  of  its  difficult  crossings, 
Th'^ugh  the  cost  of  such  an  effort  would  be  appreciable,  it  w-^uld 
increase  the  over-all  safety  of  the  children  and  the  citizens  of 
San  Francisco.   The  crossings  now  covered  by  the  police,  and  ou2* 
evaluation  of  the  best  method  to  protect  them  are  as  follows: 

Central  District 

Should  be  police  continued:  Broadway  and  Powell,  Taylor 
and  Columbus,  Bush  and  Stockti^n,  Broadway  and  Montgomery, 

Washington  and  Powell,  Pine  and  Stockton,  Washington  and 
Stockton,  Golden  Gate  and  Leavenworth, 

Southern  District 

Only  one  crossing,  and  this  can  continue  to  be  police, 

Potrero  District 

Should  c'-^ntinue  to  be  police:  3rd  and  Revere,  and  3rd 

and  Jamie s town. 

Should  be  covered  by  3  m.other's  patrol:  Visitation  and 

Sherwin,  Persia  and  Athens,  Silver  and  Revere, 

Sh:;uld  be  covered  by  school  boy  patrol:  Lane  and  Oak  dale, 

and  Silver  and  Camjbrldge. 

Should  be  discontinued  entirely:  3rd   and  Gllm.an  {no 

children),  Geneva  and  Prague  (no  children). 

Mission  District 

Should  continue  to  bo  police:  15th  find  So.  Van  Ness, 

Corbett  and  Dixie,  Eagle  and  Market,  2^th  and  Church, 

17th  and  Sanchez, 

Sh:^uld  employ  tw3  m.other's  patrol  as  follows:  l4th  and 

Castro,  and  Market  and  Diamond, 

Sh'.'Uli  be  covered  by  school  boy  patrol:  l6th  and  Sanchez, 

and  22nd  and  Bryant, 
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Northern  District 

Should  continue  to  be  police;  Broadway  and  Webster,  Calif. 

and  Webster,  and  Beach  and  Cervantes, 

Should  be  mother's  patrol:  Geary  and  Beach,  Hyde  and  Jaek- 

son,  Fillmore  and  Webster,  Fell  and  Webster,  and  Oak  and 

Webster. 

Park  District 

Should  continue  to  be  police:  Masonic  and  Grove,  Parnassus 

and  Stanyan,  and  Pacific  and  Eaker. 

Should  employ  two  m.other's  patrol:   Waller  and  Masonic, 

and  Jackson  and  Baker. 

Should  discontinue:  Scott  and  O'Farrell  as  this  is  Jr. 

High  School, 

Richmond  District 

Should  continue  to  be  police:  Geary  and  Cook,  ^rguello  and 

Lake,  25th  and  Cabrillo,  and  22nd  and  California. 

Should  be  mother's  patrol:  17th  and  Balboa,  37th  and  Balboa, 

39th  and  Balboa,  and  6th  and  Balboa. 

Should  be  covered  by  school  boy  patrol  only,  Euclid  and  Iris. 

Ingleside  District 

Should  continue  to  be  police:  Alemany  and  Sickles,  Alemany 
and  Arch,  San  Jose  and  Monterey,  Junipero  Serra  and  Ocean, 
Cortland  and  Elsie. 
Could  be  covered  by  school  boy:   29th  and  Dolores » 

Taraval  District 

Should  continue  to  be  police:  19th  and  Irving,  19th  and 
Vicente,  Clarem.ont  and  Taraval,  24th  and  Taraval „ 
Should  be  mother's  patrol:  Punston  9<,nd  Judah,  Sunset  and 
Lawton,  Sunset  and  Ulloa,  and  Thom.as  More  and  Stanley, 
Should  be  covered  by  school  boy  patrol:  24th  and  Quintara. 

Thus  there  are  20  crossings  in  the  City,  now  covered  by  police, 
which  could  properly  be  protected  by  a  mother's  patrol.   This  patrol 
should  be  uniform.ed,  trained,  and  equipped  by  the  police.   Its 
supervision  should  be  by  the  school  safety  unit.   Actually  several 
crossings  herein  recommended  for  police  coverage  could  be  protected 
by  miOther's,  but  is  anticipated  that  beat  m.en  will  be  in  the 
vicinity  or  available  under  the  foot  beat  schedule  to  be  recommended 
herein. 

The  education  unit  cnsists  of  a  sergeant  and  two  patrolm^en. 
Its  mission  is  the  presentation  of  traffic  safety  speeches  to  clubs 
and  the  traffic  violators  scho-^l,  and  the  presentation  of  statisti- 
cal material  for  vari-^us  traffic  safety  competitions.  Apparently 
its  speech  m;aterial  so  far  has  been  of  the  "Scare"  variety,  and 
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dlSGUSsions  of  the  vehicle  code.   There  are  numerous  facts  on 
safe  driving  developed  on  the  raceways  and  in  laboratories  which 
the  public  would  be  interested  in;   The  role  of  fatigue,  and  how 
soon  it  can  set  in;  limitations  of  the  human  eye,  and  its  appli- 
cation to  safe  driving;  and  the  use  of  safety  equipment  all  are 
appropriate  subjects  which  should  hold  the  interest  of  any  driver 
group.   It  is  recommended  that  this  little  known  material  be 
worked  into  the  materials  of  the  unit. 

By  Charter,  traffic  engineering  is  a  function  of  the  police 
department.   Two  sergeants  and  six  patrolmen  are  assigned  to  the 

r  function,  as  well  as  a  civilian  clerk.   The  Director  of  public 
works  also  has  a  traffic  engineering  function,   A  recent  analysis 
by  the  police  department  and  an  outside  organization  found  poor 
coordination  between  the  police  and  the  traffic  engineer.   Various 
plans  have  been  evolved,  the  respective  merits  of  each  being  best 
known  to  their  proponents.   The  general  object  of  each  is  to  move 

I  by  Charter  amendment  responsibility  for  traffic  engineering  from 
the  police  deparment  to  the  Director  of  Public  works.   The  police 
should  have  no  objection  to  such  a  transfer  of  responsibility 
providing  that  one  important  precaution  is  included  in  the  change: 
that  the  police  department  be  allowed  to  veto  any  traffic  engineering 

j  proposal  which  is  not  workable  from  the  enforcement  standpoint. 

This  proviso  will  not  be  easily  accepted  by  Public  works,  but  in  our 
opinion  it  is  essential  to  a  vrorkable  engineering  program. 

The  preparation  of  various  signs  8.nd  paint  works,  now  per- 
formed by  the  police,  is  more  properly  a  function  of  other  City 
departments.   In  consequence  we  recommend  that  if  the  Charter  is 
amended  the  engineering  unit  of  the  police  be  discontinued,  ejnd 
that  a  single  sergeant  act  as  liason  between  the  various  City 
departments  and  the  police  on  the  matter. 
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San  Francisco  may  well  have  the  finest  traffic  statistics  \xnlt 
in  the  nation.   It  consists  of  a  sergeant,  two  patrolmen,  and  one 
civilian  clerk.   There  is  not  room  in  a  report  of  this  type  to  detail 
all  of  the  studies  conducted  by  the  unit,  the  maps  prepared,  and  the 
analytical  work  performed.   Some  of  the  statistics  produced  by  the 
unit  are  published  in  the  annuS,l  report  of  the  department,  and  need 
not  be  reproduced  here.   One  statistic  however,  should  be  noted: 
the  number  of  personal  injury  traffic  accidents  have  increased  in 
number  every  year  from  19^7  to  1956.   Many  persons  concerned  with 
traffic  statistics  agree  that  for  a  variety  of  reasons  the  number  of 
personal  injury  accidents  is  the  most  reliable  index  of  the  traffic 
accident  picture.   The  realignment  of  the  enforcement  effort 
recommended  in  this  report  may  ease  the  rising  tide  of  accidents. 
The  manpower  of  the  statistical  unit  should  consist  of:  one 

,  sergeant,  and  two  positions  for  either  light  duty  police  or  civilian 
clerical  personnel. 

There  are  two  aspects  to  the  clerical  staff  of  the  traffic 
division.   There  is  a  sergeant  and  two  patrolmen  who  keep  the  ring 
Ins  from,  fixed  post  and  three  wheel  motor  cycle  men,  and  do  clerical 
work.   Nominally  they  are  ujider  the  control  of  the  fixed  post 
lieutenant.   Also,  there  is  a  patrolman  who  acts  as  clerk  to  the 
Director,   The  patrolman  clerk  to  the  Director  could  be  a  civilian 
clerk,  and  is  so  recommended.   The  receipt  of  ring  ins  (from  police 
call  boxes)  could  be  effectively  handled  for  the  entire  department 
at  a  centralized  point  such  as  the  Northern  station.   All  calls 
must  cha.nnel  through  the  operators  at  the  Northern  station  in  any 
event,  and  a  great  amount  of  manpower  in  the  details  and  stations 
could  be  relieved  for  active  police  work  by  centralizing  the  ring 
ins.   The  stated  objection  to  the  change  is  that  if  a  unit  xMished 

I  to  contact  a  patrolman  on  a  post,  they  would  need  to  leave  the 
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message  with  the  call  box  operator.   The  actual  objection  may- 
revolve  around  the  marking  of  late  call  ins  from  post  men. 
Recommend  the  discontinuance  of  a  ring  in  detail  in  traffic. 

Traffic  VJarrants:  Warrajits  for  unpaid  traffic  citations  are 
channeled  through  the  Warrant  bureau,  now  located  in  the  basement 
of  City  Hall,   There  the  warrants  are  directed  to  the  correct 
district  station  as  Indicated  by  the  address  on  the  warrant.   If 
the  violator  is  apprehended  a  bail  is  collected  in  the  district 
station,  and  the  warrant  and  bail  money  returned  to  the  bureau. 
If  the  violator  has  moved  his  address  within  the  city,  that  is  to 
another  district,  the  warrant  is  channeled  into  the  warrant  bureau 
and  back  out  to  another  district.   This  process  may  be  repeated 
many  times.   If  a  violator  has  a  number  of  outstanding  warrants, 
a  special  file  is  prepared  to  assure  that  once  apprehended  all 
are  served  at  once. 

Only  two  men  are  assigned  to  the  service  of  i\jarrajits  in  the 
traffic  warrants  bureau  itself,  the  majority  of  all  warrants  being 
served  by  perhaps  35  district  station  men.   A  sound  suggestion  has 
been  made  by  the  department  administrators  that  the  service  of 
traffic  warrants  be  centralized  in  the  warrants  bureau  in  lieu  of 
station  service.   The  department  estimates  that  through  central- 
ization 20  men  can  perform  the  work  now  performed  by  35.   There 
would  exist  a  few  mechanical  hurdles  to  overcome:  the  provision  of 
perhaps  15  sedan  cars  for  transportations,  and  the  convenient  pay- 
ment of  bail.   Both  of  these  can  be  worked  out;  the  first  by 
purchase,  and  the  second  by  allowing  payment  in  district  stations 
after  the  station  has  checked  vjlth  the  warrant  bixreau  by  telephone 
to  assure  that  all  warrants  outstanding  are  paid.   A  centralized 
warrant  bureau  is  recommended. 

No  night  office  service  is  available  at  present  from  the 
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V/arrant  bureau,  it  being  a  dry  time  operation.   Such  service  until 
(say)  midnight  is  necessary  under  a  centralized  warrant  organiza- 
tion.  Actually  there  should  be  no  increas-e  in  personnel  necessary, 
as  many  of  the  clerical  operations  of  the  bureeu  can  be  performed 
at  night  as  well  as  any  other  time.   Service  until  at  least  mid- 
night is  recommended. 

The  present  and  proposed  positions  of  the  vjarrant  bureau  are: 

Present  Proposed 

Lieutenant          T~  I 

Sergeant           1  1 
Ptlmn  Ct  Officer    1 

"   Crew         2  20 

"   Out  of  State  1  1 

"   Belief        2  2 

"  Light  duty    6  6  or  as  needed 

Civilian  clerks     5  5 

Org3„nization:   The  uniformed  force  is  the  general  patrol  force 
of  the  City:  it  forms  the  thin  blue  line,  the  first  defense  of  the 
comm\Anity  against  crime.   Other  units  in  the  police  department  are 
specialists  in  achieving  some  segment  of  the  police  function,  their 
normal  hours  of  work  may  be  convenient  to  their  family  lives,  and 
their  places  of  employment  may  be  dry  and  comfortable  during 
inclement  weather.    The  uiiiformed  force,  general  patrol,  or  field 
force,  by  what  ever  name  known,  is  all  of  the  segments  of  policing. 
It  is  the  long  lonesome  night  on  deserted  streets  and  in  dark 
alleys,  it  is  rain  and  the  chill,  the  helping  hand  and  the  strong 
arm  of  the  law. 

The  uniformed  force  is  commanded  by  the  Supervising  Captain, 
who  is  assisted  in  his  office  functions  by  a  sergeant  and  three 
temporary  light  duty  patrolmen.   He  is  the  commander  of  nine 
districts  station  captains.   Elsevjhere  in  this  report  v.:e  have 
recommended  that  the  title  of  the  Supervising  Captain  be  changed 
to  Deputy  Chief  of  Police. 
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Sam  Francisco  is  a  populr;r  convention  city.   It  is  a  favorite 
site  for  national  political,  fraternal,  and  social  organizations 
to  get  together,  to  hold  parades,  and  at  times  to  he  gay.   Con- 
ventions create  police  prohlems  by  the  influx  of  persons  which 
they  represent,  by  their  parades,  and  by  the  special  services  for 
very  important  people  which  they  entail.   There  are  courtesies 
which  any  major  convention  city  is  expected  to  extend,  and  these 
require  men.   Basically  manpower  for  conventions  must  come  fro.m 
the  uniformed  force,  as  it  is  the  generalized  unit  of  the  police 
departmient.   Conventions  also  require  planning  ahead  by  the  police, 
an  anticipation  of  the  problems  to  be  met. 

The  office  of   Supervising  Captain  is  intended  to  be  a  command 
position  in  charge  of  the  uniformed  force,  and  the  servicing  of 
special  details  a  concommitant  of  the  office.   It  appeared  to  us 
however,  that  the  office  was  not  able  to  exercise  the  active  field 
supervision  which  command  entails  due  to  the  office  routine,  the 
preparations  for  special  events.   The  tail  wags  the  dog. 

All  of  the  district  captains  want  aid  and  leadership  in  the 
proper  command  of  their  stations.   They  want  to  be  able  to  discuss 
their  problems  with  higher  authority,  to  make  known  their  needs  and 
the  needs  of  their  stations.   They  need  advice,  and  the  sharpening  of 
mental  processes  vjhich  occurs  when  able  men  achieve  a  meeting  of 
the  minds.   In  the  course  of  the  survey  we  discussed  the  patrol 
distribution  with  each  captain,  and  all  had  observations  of  merit 
upon  the  methods,  m.smpower,  and  equipment  of  patrol.   Of  course, 
one  captain  did  not  know  the  number  of  patrol  cars  which  he  norm- 
ally had  on  the  street  at  night,  and  mis-stated  the  number  by  one 
car.   Such  a  lack  of  interest  in  the  operations  of  ones  command 
is  difficult  to  believe. 
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A  strengthening  in  the  potential  of  the  office  of  Supervising 
Captain  is  essential  to  soiond  department  operations  eoid  organi- 
zation.  The  Supervising  Captain  must  be  freed  of  the  routine 
office  management  so  that  he  can  actively  comm.and  the  force.   He 
must  receive  assurance  at  a  staff  level  that  the  force  is  operating 
effectively  v<rhen  through  the  limitations  in  the  hameca   machine  he 
cannot  be  on  duty.   With  an  adequate  staff  the  position  of  Super- 
vising Captain  can  be  the  most  challenging,  the  most  req.arding  in 
the  sense  of  accomplishment  in  the  department.   Due  to  the  sm.all 
area  of  the  City,  and  the  relatively  brief  travel  tim.es  possible 
■to  a.ny  part  of  the  City,  a  strong  control  can  be  exercised  by  the 
commander  of  the  uniformed  force.   The  position  is  a  great 
opportunity  for  a  man  who  is  "all  cop"  to  utilize  every  aspect  of 
police  knowledge,  every  faclt  of  leadership,  and  every  ounce  of 
energy  for  the  assurance  of  the  public  safety. 

At  present  the  office  of  the  Supervising  Captain  consists  of 
the  captain  himself,  a  sergeant,  and  three  patrolm.en.    The 
sergeant  is  concerned  prim.arily  with  the  paper  v;ork  of  the  office, 
the  preparations  of  maps,  and  keeping  of  records.   The  three  patrol- 
men are  on  temporary  light  duty;  they  present  routine  drunk  cases 
in  the  courts,  and  perform  somje  clerical  work,   We  recommend  that 
the  office  of  the   Supervising  Captain  be  expended  as  follows: 
Deputy  Chief;  in  charge,  recommend  one. 

Captain,  special  events;  Recom.miend  one,  to  prepare  orders 
for  details  for  conventions,  parades,  athletic  events,  and 
to  perform,  the  office  routine. 

Captains,  night  supervisors;  Recommend  two,  to  act  in  a 
staff  capacity  to  observe  the  operations  and  administration 
of  the  force  at  night  and  when  the  Deputy  Chief  is  not 
available.   These  captains  can  divide  the  night  watches, 
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taking  into  account  "Tr.cfitlons  and  days  off,  in  such  a  way  that  some 
night  supervision  froc  the  office  occurs  daily.   It  tr.ay  be  necessary 
for  one  man  to  work  a  middle  watch  at  night,  such  as  six  in  the 
evening  until  two  in  the  morning,  or  if  both  men  are  available  they 
can  cover  the  night  watches  completely.   The  night  captains  should 
j  be  supplied  with  a  radio  equipped  sedan,  and  should  spend  all  of 

their  effort  on  the  street  or  in  the  stations  observing,  counselling, 
and  applying  leadership.   The  night  captains  should  not  be  considered 
as  somrnajiders,  nor  should  they  supplant  the  authority  and  control  of 
the  district  captain.   Their  role  should  be  as  staff  officers  to  the 
Deputy  Chief  for  field,  as  observers  and  advisers  to  him  on  condi- 
tions, which  they  find  in  the  course  of  their  duties.   Only  in  ex- 
treme emergency  should  a  night  captain  ever  issue  an  order  to  any- 
one, as  that  v>'ould  be  a  violation  of  the  responsibility  of  command 
placed  upon  the  district  station  captaiais. 

Patrolmen,  clerical;  recommend  two,  to  serve  in  siich  capacity  as  the 
captains  and  sergeant  may  direct.    Should  continue  to  T3e  light  duty 
assignments. 
Sergeant,  clerical;  one,  now,  continue. 

District  Station  Commejid:  A  captain  is  in  command  of  each  district 
station.   He  is  required  to  visit  his  district  at  night  at  least  tvjice 
a  month,  and  to  prepare  a  report  to  the  Supervising  Capt,  in  whether 
any  violations  of  the  rules  were  observed.   They  never  are.   With 
exception  then,  the  captains  work  the  day  watch,  roughly  eight  in 
the  morning  until  four  or  a  little  after  in  the  afternoon.   There 
are  reports  and  papers  to  sign,  the  newspapers  to  read,  lunch, 
and  perhaps  a  constitutional  walk  about  the  district.   If  the 
captain  is  conscientious,  and  wishes  to  view  conditions  in  his 
district  he  must  either  use  his  personal  auto,  or  call  a  radio 
car  from,  patrol  for  transportation.   If  he  used  his  personal 


N 


-88- 
car  he  is  out  of  touch  vjith  his  station  and  any  emergency  which 
might  arise.   Though  the  captain  v/ill  come  to  know  the  men  on 
the  day  watch  quite  well  on  this  schedule,  it  is  impossible  for 
him  to  know  the  men  on  the  two  night  watches.   It  is  reported  that 
some  captains  are  unable  to  prepare  the  Probst  personnel  rating 
on  the  men   assigned  to  the  night  watches,  as  they  do  not  even 
know  the  men. 

Two  steps  to  increase  district  command  effectiveness  are 
recommended:  first  the  captains  should  be  freed  to  work  linusual 
hours,  and  second  each  should  have  assigned  to  him  a  radio  equipped 
lAnmarked  car  for  street  supervision.   Organizationally  the  captain 
Is  in  command  of  all  three  tours  of  duty  at  his  station,  not  just 
the  day  watch.   He  is  responsible  for  taking  every  possible  super- 
visory step  to  assure  the  adequate  training  of  his  mien,  their 
appearance,  condition,  equipment,  effectiveness  of  patrol  coverage,  . 
morale,  and  in  fact  everything  connected  with  the  security  of  the 
district.   If  radio  car  men  mishandle  equipment  (and  many  do)  we 
may  ask  whether  the  captain  could  by  any  supervisory  means  dis- 
cover the  fact  and  correct  it.   Of  course  he  can,  but  he  m.ay  not. 
Only  through  working  unusual  hours  can  a  captain  assure  himself 
that  his  subordinate  lieutenants  are  properly  supervising  their 
sergeants,  and  through  them  the  m.en.   A  captain  shsuld  be  free  to 
come  to  work  at,  say,  nine  in  the  miornlng  to  handle  clerical  details, 
He  should  be  free  to  leave  the  job  an  hour  later  to  play  golf,  go 
fishing,  or  whatever  his  recreation  miight  be.   He  then  might  return 
to  his  station  at  six  or  seven  in  the  evening  and  ride  patrol  cars 
until  two  or  three  the  following  m.orning,  or  perhaps  patrol  and 
observe,  fromi  his  assigned  car  for  a  similar  period.   l\Tiatever  the 
requirements  of  supervision,  the  captain  has  a  responsibility  to 
the  community  which  he  assumed  when  he  accepted  his  promotion. 


k^ 


-89- 
If  any  captain  ca.nnct  or  v.:ill  not  assume  a  full  share  of  night 
supervision  he  is  useless  as  a  district  station  captain  a-nd 
should  not  be  so  assigned. 

As  the  district  caiptain  is  in  coamand  of  all  vjatches,  the 
district  lieutenants  are  in  command  of  specific  watches.   V/e 
find  however,  that  suhstajatially  the  same  types  of  disabilities 
have  been  imposed  upon  the  lieutenants  as  have  been  discussed 
as  applicable  to  captains.   The  lieutenants  are  inside  the 
station  for  the  vast  majority  of  the  time.    They  have  some  routine 
and  lAndesirable  clerical  functions  in  tVie  preparation  of  bound 
book  registers  of  days  worked  by  their  men,  and  the  daily  assign- 
ment booko   If  the  lieutenant  wished  to  perform  active  street 
supervision  he  would  need  to  do  it  on  foot  (some  do  attempt  to) 
use  his  private  auto  (no  radio),  or  call  a  radio  car  off  of  patrol 
to  serve  as  transportation.   The  clerical  work  consists  of  entering 
in  a  bound  bock  known  as  the  "tim,e  roll"  the  days  vjorked  by  each 
man.   While  basically  unnecessary,  the  time  roll  is  not  time  con- 
suming.  The  other;  clerical  assignment  is  time  consuming:  the 
entry  in  long  hand  of  the  name  and  assignment  of  each  m.an,  knovm 
as  the  "record  of  detail" «  The  record  of  detail  is  unnecessary 
and  should  be  discontinued.   In  its  place  the  lieutenant's  watch 
assigrjBent  sheet  should  be  preserved  for  future  reference  if 
necessary. 

To  effect  adequate  leadership  and  supervisi.^'n  an  unmarked, 
radio  equipped  sedan  should  be  assigned  to  each  station  for  the  use 
of  the  watch  lieutenants,   V/ith  that  sedan  the  lieutenant  should  be 
free  to  conduct  active  street  supervision,  while  at  the  same  time 
being  available  for  recall  to  the  station  by  radio.   As  an  approxi- 
mation, the  lieutenajit  should  devote  about  half  of  his  tour  in  the 
station  reviewing  reports  and  performing  necessary  inside  w;:)rk,  ajid 
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about  half  of  his  time  on  the  street  in  the  sedan  provided  super- 
vising his  sergeants  and  men. 

District  station  sergeants:  The  Northern  station  has  assigned 
to  it  18  sergeants,  the  Central  station  has  17,  Southern,  Potrero, 
Park,  Ingles ide  and  Taraval  all  have  l6,  and  Mission  and  Richmond 
have  15.   It  is  our  opinion  that  some  stations  do  not  have  enough 
sergeants,  and  that  others  have  too  many.   On  balance  there  are 
too  many  sergeants  in  the  police  department,  particularly  in  the 
district  stations,  for  the  number  of  positions  for  which  extra  rank 
can  be  justified.   Understandably  all  policemien  favor  any  proposal 
to  Increase  the  promiotional  opportunities.   From  the  administrative 
standpoint  however,  we  can  but  accept  the  fact  that  now  and  in  the 
foreseeable  future  the  Potrero  station  for  example  will  not  have 
supervisory  positions  for  more  than  nine  sergeants,  nor  will  Park, 
or  Ingleside.   Extra  sergeants  in  these  districts  will  be  per- 
forming a  patrolman's  work. 

In  each  station,  on  each  watch,  there  is  a  sergeant  assigned 
as  station  keeper.   It  is  a  position  often  referred  to  in  other 
localities  as  desk  sergeant,   Basic  watch  records,  mainly  the 
station  log  book,  are  maintained  by  the  station  keeper,  who  also 
renders  service  to  anyone  who  comes  to  the  station,  and  is  responsi- 
ble for  any  prisoners  in  the  station  lockup.   At  present  the  station 
keeper  also  m^ay  have  citizen  telephone  complaints  referred  to  him 
for  assignment  to  a  radio  car,  but  early  in  1958  the  department  will 
have  instituted  a  central  com.plaint  room  in  the  bureau  of  criminal 
Information,  and  calls  will  then  no  longer  be  referred  to  the 
station  keeper.   Recoram.end  the  position  be  continued  on   all  watches 
in  all  .stations. 

One  sergeant  in  the  Northern  district  is  assigned  to  permit, 
liquor  and  vice  investigations  by  the  station  commander.   As  an 
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actlve  district  the  position  is  justified,  though  it  would  not 
be  justifiable  in  less  active  districts. 

The  manner  in  which  street  supervision  is  accomplished  varies 
from  district  to  district  and  sergeajit  to  sergeant.   As  planned  for 
by  department  doctrine  and  policy  each  district  is  divided  between 
two  or  three  foot  sergeants.   For  example  Central  district  in 
theory  at  least  is  supervised  by  three  foot  sergeants:  #1  South 
of  California,  #2  North  of  California  and  VJest  of  Kearny,  and  #3 
North  of  California  and  East  of  Kearney.   There  are  no  motorized 
sergeants  in  any  district.   The  sergeants  are  free  to  supervise 
.as  they  see  fit.   Most  sergeajits  in  the  Central  and  Southern 
districts  apparently  prefer  to  walk,  seldom  riding  in  or  super- 
vising the  radio  carso   In  the  Potrero,  Mission,  Richmond,  Ingleside, 
and  Taraval  districts  the  sergeants  appear  to  prefer  tc  double  up 
with  a  radio  car  man  who  happens  to  be  working  alone,  thus  serving 
as  a  higher  paid  ajid  more  priveleged  patrolm.an»   In  the  Northern 
district  apparently  the  sergeants  alternate  from  walking  to  the 
radio  car  as  their  judgement  dictates.   In  the  Park  district,  a 
sergeant  used  his  own  automobile  to  move  about  the  sections  of 
his  district,  but  walked  the  majority  of  the  time. 

Sergeants  who  walked  appeared  to  have  but  one  objective:  to 
visit  as  many  men  as  possible  during  the  eight  hours.   Once  the 
sergeants  had  located  a  ps-trolma^n,  even  though  it  was  only  a 
view  across  the  street,  they  did  not  appear  tc  knovj   what  to  do. 
The  fact  that  he  had  been  located  could  be  duly  recorded  in  the 
sergeant's  daily  report,   ^.ctually  the  finding  of  a  patrolman  is 
only  the  first  step  of  supervision,  essential  only  because  it  miust 
preceed  any  constructive  supervision.   Sergeants  who  rode  did  not 
attempt  tc  supervise  the  activities  of  footmen,  other  radio  cars, 
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or  the  car  thf.t  they  viere  riding  In. 

Street  supervlsi.-^n,  if  it  is  tc  he  aeaningful,  should  strive 

to  acccmplish  several  things.   It  should  determine  the  condition 

of  the  beat:  whether  business  places  are  cooperating  in  their 

night  lighting  arrangements,  whether  bars  are  orderly,  parking 

regulations  enforced  and  so  forth.   It  should  determine  how  the 

beat  is  being  patrolled;  whether  doors  are  actually  checked  for 

security,  whether  citizen  in  trouble  are  properly  serviced,  whether 

the  patrol  is  observant  and  utilizes  appropriate  techniques, 
whether  department  equipment  is  properly  used  and  cared  for,  and 
whether  subordinates  are  providing  the  best  possible  public 

•protection.   Street  supervision  should  inspire  and  counsel  subord- 
inates, as  police  patrol  is  lonely  and  often  discouraging  work. 
The  uniformed  patrolman,  whether  he  is  in  a  radio  car  or  on   foot 
sees  a  side  of  society  v;hlch  many  non-police  citizens  hardly  know 
exists,   A  man  attem.pts  to  commit  suicide  and  is  saved  by  the 
police.   He  tells  the  story  of  bungling  by  welfare  agencies  which 
drove  him  to  desperation, •  he  seems  like  a  nice  man.   Any 
lmpressiona"Eilej  sincere  policeman  will  respond  with  a  resentment 
to  society  which  has  so  many  inequalities,  will  become  disillusioned 
and  bitter  unless  competent  supervision  offers  the  steady  hand  of 
experience  to  explain  and  to  place  into  perspective. 

The  role  of  the  street  sergeant  is  unique.   He  is  not  a  patrol- 
man, because  he  supervises  patrolmen;  still  he  often  is  a  fac  tor 
in  patrol  coverage.   He  is  not  a  commander  as  is  a  lieutenant  or 
captain,  yet  his  supervisory  responsibilities  are  in  many  respects 
greater  than  a  commaaider ' s ,   Though  it  is  possible  to  teach  street 
I  supervisory  technique  no  school  has  ever  succeeded  in  doing  soa 
In  consequence  the  street  sergeants  in  San  Francisco,  as  in  many 
other  cities  go  about  their  duties  in  a  variety  of  ways,  either 
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of  their  own  contrivr.nce  or  as  they  learned  fror.-;  their  prede- 
cessors.  It  would  be  unfair  to  nany  well  intenticned  sergeants 
to  be  overly  critical,  because  administration  never  taught  them. 
There  is  however  a  real  need  for  active  street  supervision, 
especially  of  the  radio  cars. 

Radio  cars  probably  perform  ^Q%   of  the  general  police  work 
of  the  department,  though  they  have  fewer  than  half  of  the  nen 
assigned  to  any  district.   Much  of  their  work  is  well  dene,  while 
some  is  poorly  done.   The  work  poorly  done  is  largely  the  fault 
of  sergeants  who  did  not  supervise,  and  of  higher  cor.naoiders  who 
did  not  insist  upon  supervision.   One  night  a  radio  car 
responded  to  a  call  from  a  wom:an  who  wanted  to  report  her  husband 
(married  six  months)  missing.   He  had  left  home  12  hours  previously 
and  had  not  returned.   The  wife  has  a  description  prepared  in 
advance,  and  was  eager  to  give  all  essential  information.   She  was 
sober.   Police  officer  responding  refused  to  accept  a  missing 
person  report,  told  the  wife  that  her  husband  had  probably  met  a 
companionable  fem.ale  at  a  bar,  and  was  probably  with  her  now. 
Naturally  the  wife  of  the  missing  man  was  not  pleased  by  this 
quality  of  police  service.   The  correct  procedure  is  to  take  the 
report,  but  telephone  the  complainant  before  requesting  a  teletype 
message. 

On  several  occassions  radio  car  patrolmen  took  stolen  auto 
reports  without  obtaining  the  necessary  waiver  of  responsibility. 
The  waiver  is  necessary  because  the  Highway  Patrol  will  not  search 
for  a  car  unless  it  is  signed.   Yet  another  radio  car  m.an  not 
only  failed  tc  have  the  waiver  signed  by  the  victim.,  but  signed 
the  .waiver  for  the  complainant  at  the  station  himself.   His 
lieutenant  did  not  n. tice  the  procedure  and  approved  the  report. 
Still  another  radio  car  patrolmian  was  summoned  to  an  unattended 
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death.   He  made  no  independent  Investigation  to  rule  out  homicide, 
but  relied  completely  upon  the  coroner's  investigation. 

In  the  discussion  of  radio  car  requirements  and  techniques  we 
will  present  further  discussion  on  the  training  and  supervision 
needs  of  the  department.   It  must  be  clear  that  the  pattern  of 
supervision  prevalent  in  San  Francisco  is  inadequate  to  the  need^ 
It  is  recommended  that  in  each  district  station,  on  each  watch, 
a  sergeant  be  assigned  to  radio  car  supervision,  and  that  he  be 
equipped  with  a  radio-sedan  to  aid  in  the  accomplishment  of  super- 
vision.  At  times  the  radio  car  sergeant  may  choose  to  respond  to 
.calls  merely  to  observe  the  techniques  of  subordinates,  later  to 
conduct  instructive  critiques.   At  other  times  he  may  choose  to 
observe  the  technique  of  routine  patrol,  parked  for  hour  after 
hour  to  observe  a  radio  car  shake  one  door  or  cruise  one  alley. 
He  can  and  should  keep  a  written  or  mental  record  of  the  radio 
cars  in  his  district  available  for  service  and  out  of  service.   If 
they  are  out  of  service  on  a  call:  where  and  for  how  long,   Lieut*-: -.*  ■ 
enants  and  captains  have  a  public  obligation  to  assure  that 
sergeants  utilize  these  supervisory  techniques:  not  necessarily 
all  at  once  but  as  appropriate. 

The  method  for  supervising  foot  beats  must  be  dictated  by  the 
number  and  layout  of  the  beats  themselves,  and  that  in  turn  is 
determined  by  the  police  hazards  in  a  district.   It  vrould  be  un- 
professional to  create  useless  footbeats  only  to  justify  more 
sergeants,  and  it  is  unprofessional  to  assign  sergeants  to  super- 
vise only  three  or  four  footmen.   If  the  district  is  such  that  few 
footmen  are  necessary  the  radio  sergeant  can  supervise  footmen  as 
well  as  radio  cars.   However,  stations  with  as  many  as  five  foot  men 
actually  on  the  beat  probably  can  justify  the  existance  on  one  or 
more  foot  sergeants  on  the  watch.   In  districts  such  as  Taraval 
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where  foot  beats  are  scattered  over  an  appreciable  area  foot 
sergeants  should  be  permitted  to  utilize  their  private  autos 
to  travel  from  beat  to  beat,  but  should  walk  the  beat  with  the 
patrolman  once  they  arrive. 

It  should  be  noted  that  some  stations,  especially  Southern 
and  Potrero  tend  to  keep  more  than  one  sergeant  inside,  on 
station  duty,  thus  reducing  the  amount  of  street  supervision 
which  would  be  assum.ed  from  the  foregoing  discussion.   The  Ser- 
geants assignments  of  the  various  districts,  present  and  proposed 
arc  as  follows : 

Present 
Sam   4  pm  Mid 

4  pm  Mid   8  am 


Central 

Etn  Keep 

1 

1 

1 

Foot 

3 

3 

2 

Radio  Car 

0 

0 

0 

Relief 

2 

2 

2 

Southern 

Stn  Keeper 

1 

1 

1 

Stn  duty 

1 

Foot 

2 

2 

2 

Radio   Car 

Relief 

2 

2 

2 

Potrero 

Stn  Keeper 

1 

1 

1 

Foot 

2 

2 

2. 

Radio  Car 

Relief 

3 

2 

2 

Mission 

Stn  Keeper 

1 

1 

1 

Foot 

2 

2 

Z 

Radio  Car 

Relief 

2 

2 

2 

8  am 

Proposed 

4  pm  Mid 

k   pm 

Mid 

8  am 

1 

1 

1 

3 

1 

3 

1 

3 
1 

3 

3 

3 

2  2  2 
111 
2      2     2 

1       1  1 


1 
1 

1 
1 
1 
2 


1 

1 

1 

1 

1 

t 

2 

Z. 

1 

H 

2 

2 
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Prese 

nt  Sgt 

So 

b  am 

if  Dm 

1>lid 

4  pm 

Mid 

8  am 

Northern 

Stn  Keeper  1 

1 

1 

Foot       2 

2 

3 

Radio  Car 

Investigations 

1 

Relief     3 

2 

Z. 

Park 

Stn  Keeper  1 

0 

1 

Foot       2 

2 

2. 

Proposed 

Sgts» 

b  am 

'4'  pm 

did 

h   pm 

Mid 

8  am 

1 

1 

t 

2 

2 

2. 

1 

1 

1 

1 

^ 
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2 

i« 

1* 

1^"- 

1* 

1* 

1* 

i« 

1^:- 

1* 

1 

1 

1 

1 

1 

1 

1 

1 

1 

2 

2 

2 

Radio  Car 

Relief     3     3     2. 
Richmond 

Stn  Keeper  111 

Foot       2     2     Z 

Radio 

Relief     2     2     2 
Ingles ide 

Stn  Keeper  111  lit 

Foot       2     2     2 

Radio  Car  111 

Relief     2     2     2  111 

Taraval 

Stn  Keeper  111  111 

Foot       2      2      2  11 

Radio   Car  111 

Relief  w   3     2     2  12     2 

Total  145  121  or  I30 

*  If  this  station  is  abolished  as  recommended  these  positions  will 
be  discontinuedo 

It  will  be  noted  in  the  above  tabulation  that  sergeant  positions 
in  the  Park  district  station  are  marked  with  an  *  indicating  that  the 
continuance  of  that  station  is  a  matter  of  public  policy  and 
convenience  rather  than  police  necessity.   The  same  patrols  would  be 
conducted  in  any  event,  but  the  discontinuance  of  the  station  and  its 
non -patrol  complement  would  be  an  economy  measure. 

Station  clerical  details:  At  least  one  man  is  assigned  to 
"station  duty"  in  each  station  on  each  watch^   In  the  Northern 
station  there  are  two  men  assigned  to  station  duty,  on  each  watch« 
Generally  a  patrolman,  the  position  of  station  duty  records  in  a 
bound  book  the  ring-ins  from  station  beatmen  when  they  call  their 
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statlon  by  the  police  telephone  hourly.  The  ststion  duty  mm  msy 

elso  take  citizen  complaints  by  telephone  when  these  have  been 

referred  to  the  station  from  the  headquarters  s^-Mitchboard.   Soon 

the  existence  of  the  central  complaint  room  will  discontinue  this 

duty.   Considering  the  days  off  and  vacation  ^5  policemen  are  tied 

up  on  taking  ring-ins  in  the  district  stations.   At  times,  a 

district  such  as  Potrcro  may  have  no  beatmen  to  be  ringing  In,  but 

the  station  duty  position  to  take  the  ring-ins  will  still  be  used. 

As  a  matter  of  manpower  economy,  it  is  recommended  that  the  position 

of  station  duty  be  discontinued  in  all  stations,  and  that  instead  a 

central  riiig-ln  point  with  civilian  crew  be  established  on  the 

second  floor  of  the  Northern  station. 

At  present  the  police  call  box  telephones  all  leads  through 
©  manual  sx^Jitchboard  on  the  second  floor  of  the  Northern  station. 
A  civilian  call  box  operator  is  assigned  to  the  board  on  each 
watch,  and  one  operator  swings  in  relief  for  days  off.  Occasionally 
I  the  Northern  station  supplies  a  patrolman  to  fill  in  for  absent 
operators.  If  the  recommended  ring-in  unit  is  established  it  could 
consist  of  three  civilians  on  the  day  watch,  and  two  civilians  on 
each  of  the  night  watches.  At  night  the  police  operator  could  aid 
in  taking  ring-ins.  Relief  for  the  proposed  ring-in  unit  could 
consist  of  four  civilians.   Thus,  11  civilians  can  perform  the  work 
now  requiring  ^5  policemen. 

At  each  station  a  patrolman  is  assigned  as  captain's  clerk.  It 
is  a  permanent  assignment  and  is  subject  to  abuse.   Basically,  its 
duties  consist  in  sorting  and  preparing  a  variety  of  reports.  It 
is  reported  that  in  some  stations  the  captain's  clerk  has  in  the 
past  served  as  the  thread  of  continuity  between  administrations 
es  captains  came  and  went;  that  at  times  the  captain's  clerk  has 
even  been  entrusted  with  the  preparation  of  proficiency  reports. 
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Fositlon  should  be  continued,  but  probnbly  should  be  einr  nrrked 
for  light  duty  patrolmen „ 

In  the  Central  station  one  pr.trolman  is  assigned  to  the 
investigation  and  records  keeping  of  the  various  permits  vrhlch  must 
be  approved  by  the  district  captain  before  they  can  be  issued.   In 
other  districts  the  patrol  sergeants  normally  perform  the  task,  in 
addition  to  their  other  duties.   Position  justified  in  Central  due 
to  work  load. 

Motorized  patrol;  Probably  90/S'  of  the  citizen  calls  for  police 
service  are  handled  by  the  radio  cars.   1/hlle  bentmen  may  be  geo- 
graphically close  to  a  disturbance,  unless  they  can  see  it,  or 
hear  a  call  for  help  they  will  be  Ignorant  of  the  need  for  their 
service.  The  radio  car,  on  the  other  hand,  may  be  miles  away, 
yet  more  available.   In  the  course  of  the  survey  a  radio  car  re- 
ceived a  call  of  a  man  with  a  knife  in  a  bar.   The  car  was  at 
least  three  rnlles  away,  yet  as  it  rolled  in  on  the  call  it  passed 
three  patrolmen  standing  on  a  corner  at  a  call  box  half  a  block 
away  from  the  disturbance.   The  men  at  the  box  did  not  knoiv?  that 
they  were  needed  nearby,  while  a  distant  radio  car  did  respond. 
On  another  occasion,  while  walking  with  an  excellent  team  of 
foot  beatmen  we  chanced  upon  an  occurrence  on  the  beat.  A  bar- 
tender had  been  knifed  by  a  citizen.  As  the  foot  patrol  arrived 
on  this  occurrence  on  its  beat  the  radio  car  drove  away  vjith  the 
criminal,  and  moments  later  the  bar-tender  himself  walked  down  the 
street  having  been  banda.ged  already  at  one  of  the  city's  fine 
emergency  hospitals. 

Radio  car  technique  is  am   art.   It  probably  requires  at  least 
five  years  of  police  experience  to  produce  a  capable  radio  car 
patrolman.   The  variety  of  calls  require  an  extensive  knov.'ledge 
of  people  and  situations,  and  the  capabilities  of  the  car  demand 
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corroEpomllnn;  techniques.     Only  o>-igo  did    .m   sec  ji   rrdio  ccr 
pt'troltnen  serrch  under  the  bf'ck   se^t  ol'  his  vehiclo  before  goinf; 
on  petrol,    t'orouf^h   the    fi-'erue-nt   use   of   the   errs  to   tronsport 
priEonorR   to   tbo   station  clenfndE   this    search,    so   that   if  Irter 
r    knife,    yan  or  rnonoy  ore   foimd   pushed  behiaci   the   sept   the. 
p&trol'uan  c^n  cssert  positively'   thr.'t   thyy  v.'cre   plecod   there 
pfter  he    storted   his  pr'trol.      Erdio  errs   aust  uac.erstc^nti   the   usg 
of   the   tcohnlriue   of   "pf^rlc  r:'ad  o'bser\'c",    Gi3   ^nony  tirner,   it   is  Tr.ost 
cffectivG   to  cllo'i    the   thief  to   "con-e   to"    the   rjolice.      The  double 
beck   or)   the   p;..trol  route  £•  f ter  five   or  tea  'nlnutes  cf.  tches   uiSay 
thieves  but   is   not   uned    in  Srn  Prnacisco.      r'ot   once,    in  the   course 
of   the    survey,   did  ue    see  f*    radio  ccr  oporntor  cruise   throu';j-h  tn 
elley  T\'ithout  hepdli  'bts   Pt  night,    tVioug'h  thrt   is  Rn  f^ccepted 
technloue« 

Observrsioii  is   tVie   key   to  effective   radio  ct^r   os'trol.      On 
several   occfjsions  vie  '-ero   on  prtrol  et  niaht   i-.'hen  visible   oc- 
currences vere  not   observed   by  redio  osr  wen:      ?   vouien  ;-. ttcy.ptin.y; 
to   Dull  P    sPilor   into  ?   h.otel   ( t>icy  ra\i   into   the   s&uc;   rooji  -   sVie 
did  not   live   t^iei^e,    rnd   she  hfd  numerous   prior  prostj  tution 
r'rrests),    rnd   the  visible  hsnd  closinc-  the  door  to  e   derkexied 
store   lEi  Le   et  nicht    (it   v.'ps    bl".o   ovmer)  .     \'e   hpve   stressed  the 
need   for  instructive   street   supervision,   but  effective   prtrol  rlso 
requires  experieticsd  ■.7Cti.      Gener-rl  derj;- rtcoiitfl  pre'ctico   in   '^£u 
Francisco  pppe^rs   to   fovor  tl-te   leost  experienced     len   in    tht::   rcdlo 
csrs,    while    the   rr.oro  experienced   r  re   on  foot.      I^ore   cofnrnon   prectice, 
f-nd   '.MG  bcT  iovo    tl-ie    soundest,    is   to  plrce   the  j^ouncvcst   vnC.   oldest 
iTien   on   foot   or  cs    I'iders    'n   the   crro      ""-^he   eyper.'onced   yet   vl,9:orous 
petrol'Ken   should  be    'm   coviuirnc    of  tl':e   cvv, 

.'X   tiaes   the   radio  errs   In  f.ll  districts   r.  ro   "lopood    up"    with 
cc'lls,     j-B   soon  as   they  clecr  on  one   crll,    mother   is  UTitlnn: 
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for  thCui.      Uiuor    L'rese   c:  rcu'cnti-aceE   r-   err-  crm  cccou:pliuh   little   or 

no   true   pftrol.      1>,.-  t   ;-rti"ol   in  oc;;eiitr.rl   to   fnc    coiju:-?  t;.'   of  the 

City,    to   fn?    orctectlo^i   oT   llvGs  -rMc    orc;^crt,v.      Tl:o   au.iber   oT   n.uin 

crn  not  be   rear.cer,,    ovt   the  "nu'i''".';/    oT  cr-rs  cvn  ho    incrcf.scci    to 

bcoo'".e  Dcecur'tB    to  c&llr,   :  :jd   to   i;;.  trol.  ACQcixrte.    rrdio   r;rtr-ol 

is    the    lesst  evpensive   ".e?>iir.-   to   rc;0;u?ie    urotectiou.      la  coiise- 

(ucnce   v^e   i'3cov "trend   tha  r-dclitio-o   of   r-rdio  c.^rs   to   scvorrl  dii;tiietG. 

to  be   knovon  as  no-.i-coll   cors »      'i"ney   should  be    riven  runs   only    in 

extrc'::e   oiori-ency,   but   n-tbcv  should   be   free  to  so'ciy  sound  jvtrol 

tecVinirues   to   crtchinp;  criTjinals  rt  the  ii'.oaie'^t   thft   tbey  cornit  r? 

bur£;lF?ry,    robbery j    or  purse   snatch.      Tlie   pssii'mnent   of  non-c?ll  c'ts, 

'.'ith  experienced   cre-.\;s   'nrs  been  adoptee?    in   severrl  citios   on  our 

recoajendction  vith  pstonishinr;   results. 

Apprrently  s    sJ-iiilfr  thought   wss  behind    the  f::sslgn"ient   of  three 

v.'heel  uiotorc^/cles   to   the  ciistriot   strtionc,    th::;t   they  would  io;.  trol 

for   felonies.      I-;Ov;evGr,    ^n  prrctlce    the    th-rce   ..heelorj;  rre   kept  busry 

on   msny  districts  v<lth   parkin;;  'i-eter  ecjforcer.-ent   durinr,   tho  dry,    i-nd 

Oil  frnsiverin;    cfIIg   of  blockoc!   Crivovjeys  ct   nf/l-.t.      'I"-^ere   5s  e    use   for 

.    tni-'ce  v.'heol  -notorcycles   in    sever;:!  districts   for  -.loter  anfo^'ce.r.ent, 
blocked    driveTjays,    fnC    to   serve   ns    trriisT:ortr tioa  froTi   one    sinrll 
shoppin,;;.  rre?   to  encther   to   fncilitc  to  door   sVirkivi.  .      IrslcPlly 

I    the   sccFn  is  f:  better  vehicle:   for  nO'.i-cPll  cnr  use,    rnd   is   c'nefpcr 
to  buy   r  id    operf;te. 

For  yorrs  police   f.dir.inlstrrtors   hi've  dcbf;tcc    the  sr.'_:U'rent   of 
one  "jyn  pr-trol  errs  ve   tv,'o  or  three   nm  c?'rs.      Fy  no:    every   pol5ce- 
■•npn  kno.'S   the   stock  r rfiument s   on  e^cb   side,    so    there:    is   no  need   to 
rcvie-.'   the:ri  here.      It   is   our  Oi'inlon   tlu't  T.pny   of   the   errs    in  i'iin 
Prencisco   should   cf  rry  tv/o  wen,    but   thst   !?   fe'.   era  be  properly 
ir.fsnned  by   ona   w.n.      This  oifferontlf^tion    is   fppf-re.it    in  tl'.e   ais- 
1 2';  but  ion    oresented   Vie  re  in. 
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'.'ep.ons   iuv  the   trf^nsportrtion  of  prisoners   f?re  proviccd    in 
six  of   the  nine   stations,      '.'he   ntftions   v.hich  do  not  hrve  cssi^jnccL 
v;£goiis  rre   Potroro,    Klohmond    r-ac\  'Hcrvvrl.      These   stations  must 
Cf?ll  r    Vo£igoii  frorn  b  no^^rby   strtion  if  priGoners   rre   to  bti   trcns- 
ported,    tVioUij^h  often  c    rrdio  err  is   used,      I'ha   civil  service 
clPssificr:jtion  provides   for  p   position  of  pPtrol  w©gon  di'iver,    to 
be   p?-ld    the   sr'ir.e  as  e>  "ortrolrapn,      Tl'icre   re  irin  only  nine  petrol 
vjego^i  drivers   in  the  depr^rtment ,    ds   they  pre  being  replf-ced  by 
pntrolwsn  rs  f?  tnj  tter  of  policy.     In  this   report  patrol  vvPgon 
drivers   ^ra   considered   as  pr^trolmen  for  distribution  rjurposes. 


; 
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\t'''iO   orcceclirin  non^il  cliGtrihut^ori  of  T.otor:  :cd   ":orsona3l  to* 
tf'ls   222   >;os:tlo-ns  rt   rrssent  S'nc.    25?    rroponed.      If  r   norir;rl  rllovjr<aoe 
of  50ri    foJT  dey  off,    tjick  rnd  vr-catioii  is  rdd.ed ,    the   nuT/ber  of  uien  re- 
quired   to   keei^  t;.ef5e  pFtrols   oi-icr-etiiat:  seven  dfiys  r    veek  Mould  be   333 
I 
?t   -oresent,    r-nd  ^OC   r:;ropored.      If   the   prrk   stntiO!i   it-  clo.sefi  rs   reoo- 

icended,    the   i>r;.on  i:ith  necf^£;sf»ry  -ristipov/er   f^hould  be   trra;?f erred    to   the 
iJchTioad   stc'tion. 

In  the  Ceatrs^l  stction  the   i>rj.nclpi'l  oorn^c    i^cco^-ended    Jc   thf.'t 
:-'n  edditionr-1  err  '-:ork  on  the  df?y  \ietoY    (it   .i  r  no-j   used   for  oei'vlng 
^rrrants) ,   sue    tivo  rnr  n  cfTs   throu.;"hout .      Iia  the   tPble    .e   "o.vv?i   sho\m 
3entrPl  cers   ?:s   oc-rryln,^    t';o  Ticn  rt  ni,,ht,    but  thct    is  not  f,iiite 
?ccurnte,      ;.   foot  bef.'t.-rn  is  ^vdclred   up  by   t!-c   rr^dio   c£  r  vt  cii.ht   in 
ihe  eveninj";  vnc    rides   until    ^Idnirht,    then  r    berttrpn  is  ?C5;;..  iied 
io  the   c?*r  from   tbe  r\ey.t   chift   until  rbout   three   in   the  nomin.f:, 
':hen  he   lepvss    the  c?r  in  fr  vor  of  his  bert. 
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In  tVie   Southern,    t':e   four  err   \ti  no-'   usGcl   cc; a c intently,    "but 

rrther    ^porPd'crXly .      On  v/celceads   Jt   serves  rs  r-    I  otroro  •rmrn''"c-:r 

sir   to  cope   vith  r    tca-cor-Fry   yroble -.   iti   Vrrt   ''istr''.  ct.       jG  ht'vc 

reco-'nendsd   th.- t    ::  t  be     ir-irierl   on  rli   sVilft   t^i   j:c:cve   pfs   r    noccl&l 

nrtrol   of  ri-ern   x.-'nich  r-re   too   sprer-d   out   for  efficient   foot 

coverage  b'jt    .hiich  yet  l-rve   PttPCkrble   v^luec,    such  .ts    in   the 

rfllrord   rrfp,      TVie   three   :-heel  -.lotor  cycles  f  re  not  ne.ce^stry 

In   the   Gouthern  oa  the  dpy  v.atch  rs    the    tr^f  f  3  c.  ci  vicion   ccvorc 

the   pre?',      ;.t   ai;>-t  o-ac   -..'l;;  ht  be   useful   in   '-f  rkin;?   control. 

In   the   j^otrsro   ti-^o   chr^r^je   oont-istE   iu  ■^-.rnnin-j';  tVic   five   c.-r 
I   on  ell   shifts,    r-'iid   rll  crrn  v.ith  two  riQ-a»     1'hc   three  vhoel  motor- 
cycle    is  ueedod   only  on   the   dfy   shift   for  :neter  control. 

In  tht-;   uissioa  the   riJccTr.cadPtlon  v.'ould   r;l.-^ce   p11  errs   on  p 
tK'O    T.t?n  tssis,    rrd   reduce   the   three   .iheel  effort,    f-s   trf?ffio   cr"!! 
cssist   during:   the  d^y .      T^'o  no'ci  gpII  C9rrs   should  pntrol   the 
ladustrisl  f:"nd   other  nosslblc   trouble   rrons. 

In   the   iaorthorn  t'^e   reco':i::K--ndr>ticn  In   for  f11   t:,'o   xrn  errs, 
pluR   tvjo  more   t;M0  iTir*n  errs   to   aerve   ss  non  call  c??ris.      They   £-hould 
petrol  rr^-irc   of  hiMi   cri'^infl  exponuro   Mhlch  can  not  be   ndequ-r-'tcly 
covered  by   foot  beats.      Only  one   tliroe  -•checlcr   3s   reruirod,   .'-'S 
trr^ffic   three     'heelers   r.^rtrol   the   ''orthem   on  the  dry   vxtch, 

■Mo   three   ..heelers   rre    reconnonded    for  the   ."'rrk,    since   the 
business   strc;fetL:   '.ill  be   foot  pf-'trolled.      On    rrcllo  cfir    nrnnln..- , 

it   t^'x-ncr-rcd.   to   un    tl  Pt    the   ti:o  cet  could  be   e   one   rrn   err  on  rll 
T'.Ttches,    but    t'^rt   the;   three-   c^r   should   bo   tvio   'cea   on  rll   '.rtchos. 

In  the    ;?\ch 'Olid    the-  or'ncipS'l  chrnrcs    rer:o;u::ended   '.'re   the 
ol?  cln,-;    of   t'X-    fjive    err,     v'-ich    v'trolc   Golden   Cjrte   ?r;rk,    on    r    t'AO 
nirht  v?Btcl'  brsis;    (T.id  the    |.-rovision   of  r   three  vcheel  notorcycle 
on  the   nidn3r;''"t  v.T^tch   to   serve   rs   tm:s:ortotion  of  p   rr^rn  to   shoke 
doors   in  Tcny   rcBttcred   business  districts. 
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Tn  the    In^leside,    it   '.'jf'G   our  opinion   tlr.vt  p11  c^rv^   crcept    tho 

five   err  fihould   be  T,r-,ned  by   t"  o  xen  on  \:rll    -.Ptches.      Additio-ncl 
three   wheel  covcrr.^-e   j  &•   re cc  .Trended   for   nrrlda;);  control  on.  the  dvy  end 
cveninf^;    sntch,    f?nd  c    three  i:heel  rG:ilKTi:ne<it    for  door  shrker  trans- 
portation  in  smfll  bi.isiness  frers   on  the   a]iCini::ht   ^'etch. 

The    r'eoornnicnded    r^rtrol  •;-)r>tterrx  o;   the  T'rrnvrl   iz   rubstPntlelly 
unchPn.rcc] ,    it  bcln^j    only   our  opinion   thrt  no   tvo  npn  ovrs  z-rc 
requ   ired   en  the  dey   vptch* 

x-'oot   prtrol;      '  hen  f.-prlied    to   relrtivcl;y    bttII  berts,    foot  pLtrol 
is   the  moct   effectJve   of  rjolice    oPtrols,      It   3b   pIso    the   most  e]:pensive 
In  consenuence   sound   foot   pPtrol  coverp.^e   rcruirer.    the   if.cntificntion 
of   hif.h  hrzprd   prers,    pnd.  crof-itlng  borts   to   proporl;."   cover  these   erefc. 
Koot  bests   in  Sf  n  i'mcisco  vjere   Irld   out  n-jp-ny  yef:rc  ^■■{■o,      iirny   vre 
roughly   square   in  ah^pe,    althoup;h   the  hrzerds   to  be   covered   ;.  re    often 
in  P    ribbon  like   '->f  ttern,    p1   ona    GO;:ie   one   of  tvo   ntreetc.     i  k  mr-oped 
out, three    shifts  considered,    the   City  hes  ^38   foot  berts   v:hich,    if 

fll    -iere   covered,    ■..ould    reruire   660   'nen  ou  foot   rlona    for  seven  dry 
F     "eek  coverrj^e.      Only  r    s  ;.(-?ll   frrctson   of  the  deEslfnrted  beptc  ^^re 
over  covered   or  ever  h.f^ve  beer,   covered.      It   ir,   unlikely   thct   the   City 
I  ould  c^re    to    oe.y  for   so  mrny  bents,    esp^c'rlly  rs    the   v^st  nif  Jority 
pre  poorly  :lrr;vra  or  r-re   not  necec^-rry. 

To   ovPlurte   -resent  bc^ts,    pad    to  entr.bliph  nev,-  bertp   rs  n'^censor 
vie   viG>;ed.  erch   district     !it^   the   coptrl-i   or  rctin.;  crntri-i,      ..lijo,    the 
noot   :r!rv)c;   of  offenses   viere    ^tualec. ,    r.id   rn  r-ttcr.v.t  •■.'t-f:   rnrde   to 
utili^.e   th.0   plot    i-iforffirtlon  recorded    on  punch   ccrds  by   the   st?itlc- 
tlcGl  uait.      The   pattern    "ropoaed    herein  rcpreseatn    the   combined 
thinkin.f    of  thcne    Rujervlnory   officers   ftid    the  t   of   the   r,urveyor. 

Central  dlGtrict  on  r    acr-nr-'l  dry   hv-z   11    foot  bcrtc   oa  the   dr-y 
V'Ftc?!,    p-.id    13   or   14  fi.ll   tinne   berts   on   the   ni   Vit   vcr t che r. .      In 
r.iudition,    four  r.-.on  ijerve   v-j  th  p    rpdlo  err   rrrt   of   the    time   Pt  ninht, 
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pnd  8   prrt  of   the   ti   e   they  wnlk  r   less    inriporttmt  bcrt.      It 

rppepred   to   us  thf^t  e    superior  bept  prttem  could   be   pohleved 

by   ref?llf,r]ing  the  beets  K'lth  the   seme  number  of  men  on  high 

priority  befits  pnd   one  man  to  viork  lovoer  priori tj'  berts  cloys, 

f'od    three   men   for  such  beats   on  epch  nip.ht   tour.      The  desirable 

bepts   for  Cent  ml  rre   os   follov.-s: 

p.      Columbus   fror-'  Chestnut   to  r^ropdvjoy;   Grrnt,   Bropdwsy   to 
Union;    Stockton,    Columbus   to  Union,    also  Vr llojo  rnd 
C-reen  r>treets.      One   'Tr.n  all   tours. 

b,  ■^roj.dv.ioy  from  iipcon  to  Columbus;  ro\-ell  Columbus  to 
^ro!r.di\'py ;  Tatockton,  Columbus  to  i^roBdv^Ty;  DroPdway, 
(ijorth   side)      Columbus   to  Montgomery.      One   man,    all  tours. 

c.  Stockton,    "-'road-Ajaj'-  to  Cley;    Grant,    '^roadway  to  Clay, 
include  ]j  side   Clay,    'ia shingto-i,    Jackson,    Vacific,    S   side 
^roadvjay  between  Grr<nt  and   Stockton.      One   man  all  shifts, 

d.  Grant,   both    sides,    Clay  to   Sutter,   both   sides   plus   half 
a  block  cither  v;ay.      One  man  all   shifts, 

e,  Kearny,   Broadway  to  Sutter,    both  sides   oius  half  a   block 
cither  way.      0    ■'Irenham  Place.      One   man  all   shifts. 

f,  r.ontr^omery,    Columbus   to  I-arket,    plus  half  a  block  either 
way.      One, man,   both  ni,:'ht   shifts. 

g.  Sutter,   ^irson  to  iiarket,   plus  half  a  block  either  v;ay. 
One   man  two  nt pht   tours   only . 

h.      Post,    ilason  to   /,arket    olus  half  a  block  either  vivy.      One 
man,   both  ni,.;ht   shifts, 

i,      Geary,   Mason  to  .iri-'ket  plus  half  a  bloci^   either  -^^oy » 
One  man,    all  tours. 

j,      O'Farrell,    Taylor   to  liarket,    olus  half  a  block  either  way. 
On?,   iran  all  tours, 

k.      'ollis,    'Jaylor  to  Ilar'Cet,    plus   half  a  block  either  way. 
One  man  all   tours. 

1,      Turk,    Jones    to  liarket   olus  half  a  block  f.ither  v;py; 
Goldca  :i?.  to,    Leavonviorth  to  i'.arlcet   plus  half  a  block 
cither  'A'ay;    i'lCAlli  stcr,    Le^avenviorth   to   I'.rrkct  plus  half 
a   block  cither   /jay.      One  man,    all  tours. 

m-,      i.arkct,   I.eavcn-'orth  to  Kermy,    one   ■nan  all   tours. 

n.     Ilarkct,   Keara  y  to  ii'nb?  rcaOcro,    one  '"cn  fll   tours. 

o.      Trocuce   market  srea,    one  men  occasionally,    all  tours. 


.i--' 
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p.      Ixfion,   P,ro£^dv7Gy  to  dry  plus   hplf  r   "block  either  wf?y; 
Pov'oll,   ':-rordvipy   to   Cl^y   nius   hrlf  ?    block  cither  w?y. 
Cccrsionel  coveri'f  e   on  nir'ht   tours   only, 

q.      ?lno,    LeDvea-.'orth   to  Grrat,    --lus   hr'lf  c-    block  cither  way. 
One  men  occr'Sioiully,   nif-.ht   tours  onl.y . 

r.      r^ush,    Lepvenworth   to  Grrat  rlus  hrlf  p  block  either  wpy. 
One   mm  occrEionf.illy,    uifiht   tours   oiily, 

s,      Sutter,   Lervear-rorth  to  uCGon;    Pont,    Lerven'worth   to  Ksson, 
plus   hFlf  J;    block  cither  wry.      One   mn  occFsioarlly, 
ni,":;ht   tours   oaly, 

t.      GcDry,   Lepveavjorth  to  Kaaon;    0'??rrell,    Lcr-Jve-av;orth   to 
Mpson,    one  mr-n  occfsionPlly ,    ni;.ht  tours   only. 


u,      illis,    Lerivcnwcrth   to  Trylo:-;    'iddy,    Let venvjorth   to  Jones; 
Turk,    Lervcnv.-ortb   to  Joiiee,    p11  iAus   hvli    v  block  either 
:-py.      One   aon  occpsionfilly  ni  ;ht   tours   only. 

Beats   in   the   Southern  district  f>re   in  o  prttern   /jhich   cf^n 

be   continued.      On  &  nor-iirl  6.P}:  the  Southern  nr.y  V:<'-'Vo  n'inc   men  on 

foot  dry  tour,    rnd   six  or   seven  rt  nlpht.      The  district  c?;n  he 

covered  ''ell  'vith  nine   -non  d^ys,    pad  ci^ht   on  erch  ni^^ht   wrtcb. 

The    recoT.rr.endfcd   p11   tour  berts   in   the   Sout'-icrn  rrc:   ■;  1  c-n6.  -,,2 

comblnec! ;   ■,.'3  and   <i4-  co'nblncd;   v;'5,   n? ;   7;13;    l^;   ;.  9  ^nd  ilQ  conbined; 

r^ll;    &nd  ;;!''+.      Occr'sionplly  ;]1^   should   bo   covered  t't  nlKht,      These 

bert  numbers   rre  rll   tPken  fro::i  the  rnpr-s   in  the   sSur.>ervisin,^    Grntnin's 

office. 

The   Potrero  district  normally  hrs   five   footfiien  drys,    fnd  three 

on  ersch  ni:^;ht   tour.        e   rscournend  t-'o  berts   on  the   dey  tour,    r;id 
three   on  erch  ni;rht   tour, 
'The    recoTitnended  berts   rrc: 

?«      iThird  Street,    l6th  to  1 3rd.      One   mca  dnys   only, 

b,  Third   r;treet,    Inncs   to  Vrn  Dyke,    one   'urn,   tiight   tours  only. 

c,  Visitr-cion  Vtlley   shopninr.  district.      One   .nrn,    nipht   tg^^sj 

d,  Sfn  'Hruno  .•  ve,,    D'-L-rht   to  Silver.   One   mf  n,    ni;;ht   tours   only. 
The  iiiesiof:  district  nornrlly  hrs   seven   foot"icn  drys,    nnd  nine 

or   tea  on   the  -nlrjht  tjDtehes.      ' 'e  believe   thrit  rdequrtc   foot  coverpge 
CPn  be   rchioved   v:ith    five    r.en   on  dpj's,    rnd   nine   i-t  njp.ht. 
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p.      Kprkot,    Church   to   Crrtro;    Or.stro,    ■■.rrize.t   to    lOth;    Icth, 
Crstro   to  Dif'v^oud,    cie   fr:rri,    '^11   tours. 

b,  Vrlencir  ,!:;ubooe   tc   ir.tti;    loth,    lioff    to   Dolores.    One   ^nrn  nil) 

tours) 

c,  KlsRio-o,    15tVi  to   ?Otli;    l6tb,    -^off   to  h^olaom,   Or\o  mnn  rll) 

tours) . 

d,  wlssion,    2Gtb   to  ..rmy.      0-ae   rnrni  rll   tourti. 

e,  2'J-th,    ;!isslon  to  j-otroro.      One  ■'V"n,    ?'ll   tourn. 

f,  ?irrkc-;t,    lltb   to  ChuroVi.      One   mp-i,   ri-zbt   tours   only. 

jr.      VelenoiF,    I8tb    to   pifth;    2Jrnrl,    Tr-^rtlctt   to   ^-'alr  Orkn.      One 
rri?'^,    nl^.bt   tours   onlj'. 

h,      24tv>,    Diamond    to  i^/Olores.      One  T.rn,    ni'.ht    tours   onlj,'. 

1.      Kithor  one   oT   the    follovjino:: 

17th,    Dolores  to  r'olsom.      One  rorn,   ni  .ht   tours  only   -  Oli 
16  th  "  "  "  "        "  "  "  "  ~~" 

The   !-Joi'thom  clistrlct  nor'-plly  "cj'g  oj-^ht   foot    r,r- trols   on   the 

dpy  wotch,   end  13  or  1^!-  rt  nl:r^t,      i.o  bellev?^    th?t  rciecuf  t^   foot 

covorPj^e    in   tho  ^'orthcr;'l  or  a  bo  rchieved   •.•ith  roven  '-•en  on  the 

d?y  v.Ttch,   rnd  l'-;  ft   ni;ht.      '_he   rncoTimended  bcrtr.   rrc   rs    folloi-.'s: 

r,      ?olk,    Union  to  Gr liforain   nlur  hfilf  r  block.      One   n-xiri, 
r:ll  tcurn. 

b.  Polk,    Cf-liforair    to  Turk,    \-lvs  hrlf  t--  block;    Crirrornir., 
x'olk   to  Fyde   [;lus  h!'lf  a  biock.      One  Tim,    f'll  tours, 

c,  L?^rkin,    Gutter  tc  T'urk;    -.illJs,    Lrrkin  to  Lc^venhoi  th;    ^c!dy, 
Lt-rkin   to  L:-irvcn;'orth   (rll  rlus  hf--lf  r   block  either  v  py) . 
One.  r?.Ta,    rll  tours, 

d,  I'iO.'.lij  !;tor,    Goufh   to  f-tclner;    'r'tllrore,    i.c/ll' r-tor   to 
Fulton.      One   -^rn  dnyr:,    t.^o  men  cr-ch  ni-ht   '.vrtch,      (.lus 
hFlf  ??  block  cith':.r  vfy). 

e.  r'illT.ore,    _;i:.i3    i.o   ^ur:h.      ::rlf  r  bloc^.  c;lth&r  "p^-.      One 
cifin  drym,    t.'o   "Oii  erch  nl.  ht   'r.rtch, 

f.  Chestnut,    [''illrr/jrc    to   "roUeri  cl- ;    j-orrbfrc,    ^•'ilL.:;orc    to     .rord- 
erick,    rlun   Virlf  r   bloc'^'   r;lthor   /Tty ,      One  -^rvy,    rll    tours  ♦ 

g,  Pillrnoro,    J'.ll.ls  to  r.c.'ll.'' stsr,    •  luc  l-flf  r-'  block  either  ".■■?.':  y, 
Oie   ;:i^a  clryR,    t.o  iv.cn  erch   n?    ht   •..?  tch. 

h.      /ij?rket,    Lofvfea-?orth   to  GoUr;h,    plur.  h:  If  c   block  either  wciy. 
One   Mf'.i,   ni;-ht   '.•.■^tche^   orly , 

1.      i>'ill'nore,    Jt  c'  son   to  "Hush,    plus  hr '  f  fi  block  either   jcy, 

O'ne   TiPii,    nl;ht  '■Ttohcs   only. 


s^  'i/ 
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j.      Unior-,    ..rpunr    to   'aeinhr;    ?i11r.-.ore,    Lnio'n   to   LO'T.brrO,    plus 
helf  r  block  oithcr  \icy .      One   -jr:!  iiri    1-it  -..rtchcs   only. 

k.      Hrysi  ,    v'rrinklin  to  Lojuna;    f'ci.;rit,      cbstcr  to  Htclnor,    -plus 
hplf  r   block  eUtlicr     py.      One,   -nPi,    niyht   Vv'^tchen   only. 

The   r?rk  dintrlct  norrrlly  V'.os   four  men  on    I'oot  d^ys,    p-nd    six 
men  nt   nipht,       .'e  be"  love    thrt  cqupI   polica   T^rotectlon  ci'a  be  pro- 
vided v;ith  t'nroc   footrf^cn.  oa  crch  'vctch,    ?s   sTOVf-rf^'l  berets  nov.   uaect 
pre    Jn  r    GcctiO'n   uncuited    to   foot   'vr'trol, 
T^c   reccmTiendec   bertc   .'^^'c: 

r,      DlvlBidero,    liddy   tc   -Fight;    liaight,    Dlvisidero   to  Steinor, 
TDlur.  he  if  p   block  either  wjiy.      One   ^irn,    p11  tours, 

b,      DlviRirlero,    3s  err  nento   to  J'idc.y,    Inclucliiir    one  block  of 
^rliiornlf?   either  -i^y.      One   tn-r^n  fll   tours, 

c.    Hf?i?rht,    •'t-'^ny?rt   to  i.£'j?onic.      One  mpn,    Pll   tours. 

The  Hich  lond   strtlon  nor-flly  hcs   four  bertT'en  dfi'ys,    vnd.  five 

or   six   on  efch  nn:ht  viPtnh.      '/o   recomv.enc:    five  bertmcn  on  r.'ll  ■.jr'tches 

rs   follo::s: 

B,      Cleaent,    /-rouello   to   Trrk  Presidio,    r^lus  hrlf  e  block  eith- 
er •'.'p.y.     One    :icn  all  tours, 

b.      Flryli'nd.      One   ^.pn  rll  tours.       .hile   it   hrs  bcea  the 

prrctlce   to   plr:cc   ?.'   t'O  nian  boat   Ft   j-lrylrnd,    the   h?:z{-rd 
Mould  not  pppcfr  to  require   more   thra  one;    r   rrdio  err 
be  in,':  r-vpllrble  by   c'r  11  box. 

o.      ;}ec'-:ry,    irsonic   to  .'.rouello,   plus  hrlf  r  block  cit'rer  vry, 
0ns   ::;m,    f11  tours. 

d.  Geary,    Argucllo  to  'Y^rk  jrosidio,    plus  ^^lf  r>  bloc'c  either 
•;py.      One  -v.prx  rll  tours. 

e.  Ger^ry,   Ptrk  Presidio  to  ?.7th  -'.venue,   plun  h-:?lf  £■  block 
either  visy.      One  n^n,    f'll  tours. 

The   Jnp:leElde   strticn  nonmlly  hcs   six  bcrt^en  d'ye,    racl    four 

to   five   nl^-hts.      'a  be]levo   thrt   cdequrtc   foot  bert    .^rtrol  cm  be 

rchievod    in   the   Inglesidc   •:'.t\~    four  boetmen  on  cnch  v.'j-^tch   if   the 

nuTiber  of  three     -heel   motorcycles   is    UicrerGed .      jit'n  rceoui^tu 

motorizptiOii,    such   s-ncll  rrcar  fd    the    foi;..o'vir.,9   opn  be   covered 

v^'lth   foot  beat   throu^-hness  but   '-.0  tV'  better  'r.EnpO'/jcr  econot-iy: 


Kl        Cortlrnd,    Eocf^-fir    to  Folsorn. 

22        Church   Prid   29tVi;    i.iGnica,Hxphl--nci    to   Croscaat. 
S3        Dlrrnond,    -,rl.1  a::^to-'T   to   i.Tr.erncy;    ::ra  Jose,    iNiPutuckat 
to  lilz-riTi;    i-.ont-ovey^    7orreEtsr  to     [icU-evjood, 

The    recommended    foot  bof^ts  rre: 

r,     nissJoTT,    /.rrn-<^   to   Cortlrrd,    olus  hrlf  p  block  cither  --ipy. 
One  xi]Pn  tours, 

b.      r^iSGlo-a,    '\'8y  to   TercJp,    r].us  hrlf  r   block  t^lthcr  vny. 
Cae   orn  p11   tours, 

c»      '/Ir.slou,    rorsir    to  It.   Vernon;    C-enevr ,    i.isclon  to  Trrf-n, 
rlus  hrlf  p  block  cither  v?r-y.      One   rnrn  rll  tours. 

d,      Ocern,    :  halnn   to   Prirfield.      One    r/a  rll   tours, 

Norrcs^lly  th'j  TrrPVFl  district  hPs   five   footbepts   on   the  dry 

v'Ptch,    end   three   or  four  ft   ni.r.ht.      It   is   cur  opinion   thnt  rosc-u.-^te 

foot  covorrgc   for  the   I'sr-rvrl   requires   two   foot'neu  drys,    vn   five 

on  ench  w£  tch  ft  nijcht.      The   recornrr.ended   bortc  s-re   pb   follov.s: 

r,      Irvivi    ,    loth  Ave.,    to  26th  Ave.      One    .rif?n,    sll  tours. 

b,  Terr.v?l,l^!-th  to   22nd.      One   m^n  pII  tours. 

c.  Irvin;;,    7th  /-ve,    to  l?th  live;    Judc'h,    7th    \vo   to   loth    ',vo , 
plus  c    helf  block  either  :.'py.      0ns   rrn,    ai,^ht    tours   only. 

d,  ".Mest  Portel,    ^..'unnel   to   15th   -ve.      One   ^cn,    ni  _ht   tours  only, 

e.  One   of   the   follo'.-;ing: 

OcQfn,    Junipcro.':3r?"r    to   19th,    ovis   .i.rn  nirht   tours   only  -On 
Slor(b,';"verf-l;  des   to  *  o  mint' si  do   "      "  "  "  " 

Judph,    25th  f.VQ   to   32nd  iwe   -        "      "  "  "  " 

The   foregoln-j  distributions   totcl;    ?ijpro::l'i;ste  v^rcseat   foot...en 
190 ;    ri-nroxi'nrte   r-roposed    footr.en  I85.      Go-nsiderin;-:  dry   off,    sick  tnd 
VBCf^tioa,    in  order  to   -rintf-in    these   v^rtrols   seven  drys  r   v.'cek   -^ould 
require  vX  present  285  ^ncn,    ps  nronosed  277  racn. 

In   AT'lkinp;  :^ith   the    foot  rrtrols    in   the   course   of   the   survey  -..'e 

were    struck  by   sevc-rpl  pel  its     liich   c'^cserve  considerst' on: 

p.      Foot  pptror.r-en  vfcre    i  icljncd   to  i-rlk  tuofrst,    thus   losin,;;^ 
T.uch   of  the   vr-'iuo   of  ur-'trol.      :;:8conv:::end  correction. 

b.  :-'oot  prtrol -en  rid  not  rest   hourly,   but   ccntinucc    to   -rlk 
for  four  or   five  hours.      Eccorninend   c?  trol^ien  be   alloi/cd 
to   rest    for  "15    -TinuteF;   out   of   -:very  hour. 

c.  Foot  "of'troliiea  often  hurried    through  e   portlo/i   of   the.   bort 
In  order  to   "hit   the   box"    on   ti.e.      liecomrncnd   thrt   footir.en 


-Ill- 
bo   Dllovjef   v.'ide   Irtitudo   in  cflllnf,    in  if   it   is  -nccesr.i.'ry 
to  f-   T>roi;->er  ^rti^'ol. 

d.      Foot    ,.vr trol-nci.-:  did  not   consult   their   stolon   err  hot   sheet, 
and   often  dici   .lot  evon  crty  one,      sx-joo-<vrsad  correction. 

Stf^tlon  "-eruir-ncnt  outrils;    Dots- lis  nbjiorb    nr:.-.^-)0:;er  ;i  n  f'll 

j^trrtioan.      Some  cetriif;  ;rre    tcjoorrry,    rnd   Bone  s-ra    fie .("riirnont .      Soiie 

Irrc   necesspry,    '\'bilc'   cf'^f^rn   r  ro  not   so   Lieoe5Esr-ry   to  tV;e   police 
fuact:lori.      7hc   r^etrllf;   of  thr    v-rious   stftioas  r  re    Eftt   fort'r.    la 
this   seotlo.i  of   tl-.F.   rorort, 
I  Th'i  i-io r'n:  nent  details   of   tl'io   Csntr.''!   station  ?'re  er.   foll.ov;s: 

Gu.?rd   jn  the   Folice   Kcr&r;^e;      oae,    11   pu;   to   7  '■'-.      iissures 
thrt  oaly   proper   vehlolep   rro    crr!ioc)    or   trUo-n,      iilro   prrks 
police   vehJ  clcfi   in  rvf^ilfble   street    of^rKint;    spaces   nof-r   the 
IToll  of  Justice   f:bout   '-'■  P'v.  to   s^vc   thei-;e   spaces   for  police 
rnd   court  eaiployoss.      iieCo-ji::oac;    tbrt  n'.oirjtenr  ace  'Tcc'nrnic  b3 
s-nployefi,    thus   relorEir^,-   the  p."troli:;na   for  other  duty. 
Invest l?5rt log  dctrll;      onv. ^    -rtrol,?   Coiitrrl  district  on 
foot   or   in  ■■crco'v-I   arr  for  vice   violrtloar.      'jctell 
justified. 

Gurrd   j)rlsoriors  rt  hosr.itrl,    ono   '.nan  nil   tours,    to  prevent 
the   escDpft   of   sick  or   injureo    nrisonerr.      i:ctril   justified, 
but  rr'ppf-Tently   there    xg  rn  uniAced   prison  viciv.    in   the  hospital. 
-,'h:ch  would  \i:pkG   for  ;■  refrt«ir  neourity. 

Tr^'fflc  '.'rrrput;      four   'rtrolfrcn,    vill  be  c"  lECont5nued  by 
ceiitrrllECd  v.!rrrent  detpil, 

'■'rter  hol^^^s,    txMO  '^;0-n,    if   this    nthoc;    of   control   of   the 
Krterholes   ijore    to   hrve  been  C0'rir)l.«tely  effective   it   should 
hrve    nuccecdor   by  no.' .      'fhfjse   i-Tt  t^,rholo^>  rre  nor.-r;lcohol 
norviap;  brrs   •.•'■:  Jch,    by    the   rrtful    usa   of   the    tcchniciucs 
of  the   sv.'indler,    iiid   the   c'u-rns   of  wf-.VtrcRses,    ■r.tnf: fja   to 
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sxtrrct  noac^'    ■•'ro:r;   rrl.;    nr trons,      l-x3c:o:iT.cnd    toj  t   this 
c.etc'il  bo  discontinued    :l-a  ff  vor  oi"  Kfl'octivo   .i  •ivesti- 
rrtiori  Dad   -:^ro£.eout.i  oa  by  tl'B  horej.~i  reco—iie rider'    -'snerrjl 
vice  pf^trol. 
The  details   of   the   ncuthcrn   strtioa  .-  rc: 
ft  Bo:Ktrf?'r  Pet:  11;      one   -:r.  a  cxpeote'l   to  r":cluce  borgla.;-   on  the 

streets.      h<^co':~:T.ea6   diaocntinuc,    f;K    thin  cfn.  be   hf^ndlsd 
by  bcntrricn. 

'irterhol(;s;      one   mm,    see   rocomnendation  r,f'.:iG  hcrri.      Ju 
cen  t  rr  1 :  s  t  f  t .'.  on  . 

Counted    (horso;    i'icLrrci  l-rrk;      Oi'o   ■•.-^rn,    vvtrol:.;   or.  'r-orBePof  ok 
^nci   foot  i''.oTjrro'ri  Vrrk   on  th;;  cpy  'rrvtch.      ::^rk  cr-n  be   ,^^ucl    is 
FdeQurtelj;  patrolled   by   r-f'c'lo  err.      Xot   ropl:  ced    oa  cl;iys 
off,    vrc:  t'oi  etc,    ^ac.   not   G^isl^-':^ec    rt  •ni'"':t. 
.:'ecc-:'::e:-Ld  dlHOoatinu^;    ::iov;:TtGd  cotf^il   ■:'^   1-otrsro. 
'i.'ho  nstril.^:    in   tho   liisrior  diatx-lct  Fre   pe    lollo-.'s; 

7 ol  1  ce    '.e r.e rve ;    one   :;:r'a^    iT.f):  r.tr  Inn   records   on  r:uxiliery 
(3ivll  LeCe-me)    pclice-en,    rv.c    coriductt   trrinir.:-    for  tberj, 
r':>rt  of  the   trc'i.iinr    is   tho   oo-ntrol   of   trrffln.  conrostloa 
in  the   I'.inGion  r^nd    Cf-^ritr-r.-l  cist^'ifttR   on   KVior;rdn,;;>'   ni/ht, 
rt   s"^!.   r.peci.rl   cvcntr, .      The   errtlr-f-)   civil  o.Hfrx-.se    f-r-oFr-Fm 
probrbly   reculros   revlovo,   but  for   tho   t.i;iO  beiaf-:   the 
position   should   continue. 

v.?^rrpnts;      six   iron,    -ho  J'Ieo  conduct   co;n-of^ny    ;'nvcc?tii^;' tiers. 
:;h:lc   the   wrrrrnt  dctfil  v;ill  be   rbolinhcr'    by  contrrliv'.'tlon, 
GO:i;e   district   Invcrti;;  ?  tion  vrork  •■■;ill   still  bo   ncceRnrry. 
The   'r;pnoov;er   for  tlioso    invcstirrtion;  cm  be  6i\:'':n  from   the 
"for  rsRi<- iiuent"    pool   rcccr.'TiondeO    herein. 
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The  cletrilE  of  the  iJortherf)   E-trtion  prtj  rs  follov.s: 

Insr: gj ty  '.>..r rrr a t  pg  t r ol  rcn ,      o^io   v.F^n   Gcrvec   inRPrjlty  virrrr-nta 
throuf.hout   the   wity  rt  ni:'ht.      .'"houlcl  bo  contlnueci , 
Trp ff ic  v.'C rrr r.t ,      six    neii,    vJlll  be   urmccssHrry  v:ith  ceritrsll- 
option. 

Vrop surer 'k  oxTlce^      four  men:      t'-'o  drys,    r  .'id    one   on  evch 
ninht   "JFtch,      Tbfi  purpose   of  thif?  clctf.'ll   is   to  prevent 
the   City  Trcr- surer  fro'.r,  bejnf,   robbcci    or  bur^'^lrri^ed,   raa 
offects   t-'    GPviiif;   in  tbe   irifiur^'nce  rremlufr,   <-^rid.  by   the 
City   for  this  purpose.      c\mr  men,    plus  their   relief,    costs 
the   Jity    perhfsps  v^J'5,0C0  p   yerr   for  Rrl?^'rics.      uGGOM'.';H:id 
thet  JTporoprirto  Viold-up  f^r.d  burglrr  Pls^rra  ciovioes  hv   in- 
stalled  r_id    thpt   the  dotril  be  discontinued. 
The  d.etnils   of   the   Irrk   strtio-i  F're  rs   follows: 

r^^rk  cuiC.   '■.'Gcrertio'i,      one   :v.vnf    rccoaprnien   r   I-prk  rrsi   hecre.?- 
tlon  employee   ';ho  collects   iTioney   fro'^i   the   vr-rlous   of  rk  coa- 
cessicn  ope^rrtors,      i  npf  reiitly   r-   hold-up   rreveritr  tlvc, 
but  not   justified    for  police  outy.      If  ?rrk  uad   Locrcrtion 
needs  t-io  men  to  collect   :noney  ";erh'^f)n   they  cm  employ 
pdditio-npl   ocri^onncl  of   their  ov;n. 

Children 'k   ?lc.-'yii.-rou:id,    Golden  Grte   Prirk,    one,    in  pic  in 
clothes  r   patrolripn  hpnp-f!  r  round  tie   smrll  childrer.'r 
rref.'    to   prevent  pcrvertr.   froai  rriolGstiny;  voinen,    r^d    to 
be   frencrrlly  pvrilrble,      Heco'vnend    th.^t    the   position  be 
discontinued,    rncl    the  t    'tnf^tord   ;-'    un5  f  or-necl    foot  bortrcn 
pptrol   the  P^Tk  district  end  of   the   Golden  Of  te  I-^rk. 
ilounted    (horse)    Golden  Q^te   Irrk,    one   nv^n,    no'-i::rny   in- 
tended  to  p-^trol  Irrk   st-^tion  end    of  Cole  en   ':^-te   j  rrk   Cor 
perverts  rtid   refuse    ncrttar  1  :t;- ,   hut   rctuflly  r   -nntter 
of  pleoslnf;  visitors  by   Trklnf.  f?  horGOtr.ro   r-  pert 


oT  the    Imclacroe,       Jvsrycrrt    llkea   JnortstJE,    l:iciuclia,'    Vra 
ruthDr   of   thlf?   rocort.      i'To'^.  tht;    stciidpoint  of    .Bttlag   the 
^ob  rjorit;   i.;ith  rn  cco-aoT.y  of  monpoi-^er   it   in   rccoixaiendca 
tV".rt   the    positlou  be   di  BCO-it  j"nucu,    cmd   thr-t   the   uaiforired 
foot  beptrnprt   for  the  Pr^rk,    heretofore   rGconu-iCiidcd ,   be 
reliec'    ur.ou  foi-*  routine  rstrol* 

I nv c^ g; 1 1  \:n t i onn ,      one   mtni,    ■'erfori.'is   ocjnrny    iavoatlgrtioas. 
r.oco iiVG-'nd.  thr- 1   tV-^e3   fTiP:inO'..'er  for  thin  bo  C.rf..;n   fron  the 
"for  essli-moent"    r-jool  rocorr::,'endod   herein,    for  rpproprif-te 
atrtion, 

' .i  rr-"'nts,      four  ■•;icn,    CiGContiuuG    ■■ith  conlrrll:.;Dtion   of  this 
fuuctio-a. 
Vhc-  c^tr-ilK  of   tho    .-ich-iond   ctEtioa  pre: 

Hi/ator,    Qolcan   f^r  tc   Irrk   :''ig    othern,      or.c  Tirn,    cestroj'S   un'-^nted 

birds  ?ri:id  t'miT.j,  Is   in  Golde^i  Gr  te   Bun    other  pf  rks.      iieco^rnGnd 

d  1  scent inue,    pk    thir,   is  f   Prrk  rrid  Hecrcatio-.i  function. 

!-ollGe   re  nerve,      0"nc   -7'?rt,    for  trrlnlu:.-   Muxllifr^/   police, 

Gofjtinuo   tenroor.'^'rily. 

AC£-xlen;v  of   Sclonco,        one  Kvn,    serves  rs  ru^rd  rvic!    1-for- 

tr.f.  tion  point  rt   the   /.crdc-y   of   ficier.'CG   in  Oolcien  Gfta  jcul;, 

V/inc.o   this   is  r   Trrk  r mc    .Lccrer'tion    fuvictlon,    rcoo.f.a'.e-iid 

discontinuo, 

De.'cnercite  ciotr  il,      Cioloen  Grtc;   .?irk,    oae   run:,    very 

aeconnrrj',   f  !i   ^.pn   J^rr-'icJ  ceo   is   ••'icel^/  kno.'n  f.  s  i"   ].;lccc 

!;herc   "    uecr"    T:.€}or,l~   en   reet   thoii'  o'.:a  l<l;:c!. 

Liasoi'^ ,    J  c  r1:  r-id   i-oorcr-tion,      one   ~i:--a^    irt; vents   tl'C    theft   of 

rlriits   c  ud   tooly   for  t'of-   i'rrk  rnd  ,:ecrortlo  ^  1>'.   r.rtrr..-/aL.      Tho 

nolice   viil  ri-ovide   r:ro"'er   csrvico   to  rny   City   clerjjf.rtpcnt,   but 

such  c    detf^il  is  not    juntifiec  .      Jiococniend   discontinue. 
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War rants ,  four  men,  will  be  discontinued  by  central- 
izStlon, 

Mounted  detail,  Golden  Gate  Psrk,  nine  men,  patrol  Golden 
Gate  park  on  horseback,  direct  traffic,  and  prevent 
vandalism.   The  patrol  could  be  more  effectively  per- 
formed by  six  foot  patrolmen  In  Golden  gate  park,  and 
the  mounted  detail  could  be  discontinued.  Undoubtedly 
political  and  sentimental  factors  will  serve  to  continue 
the  mounted  patrol  despite  the  recommendations  in  this 
report.   The  pleasing  appearance  of  a  man  on  horseback, 
the  appeal  to  memories  of  other  days,  these  and  other 
considerations  will  carry  the  mounted  detail  for  several, 
perhaps  many  years;  but  the  City  will  be  paying  a  price 
in  the  manpower  for  the  "view".  At  night  the  radio  cars 
do  it  very  well.   It  should  be  noted,  th2.talthough 
nine  men  are  a.ssigned  to  mounted  detail  in  Richmond,  only 
six  will  be  working  at  a.^y  one  time  due  to  days  off  etc. 

The  details  of  the  Ingleside  station  are  as  follows: 

Investigations ;  one  man,  company  investigations  and 
.specia.l  patrol.   Should  be  continued. 
Warrants,   three  men,  will  be  discontinued  by  centralization. 

The  details  of  the  Taraval  district  are: 

Warrants,  three  men,  will  be  discontinued  by  centralization. 
Mounted  ( hor s e ) ,  six,  patrol  along  the  beach.  Sunset  Blvd., 
and  the  City  owned  golf  couses.  The  usual  arguments  on 
degenerates  hiding  in  the  bushes  are  presented  to  justify 
these  mounted  details.   Occasionally  horses  do  rescue  persons 
from  the  surf  at  the  beach,    but  it  would   appear 
that  a  life  guard  patrol  by  the  Park  end  Recreation  would 
be  better  trained  and  equipped  for  that  function.   On  all 
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tours,  the  radio  cars  patrol  the  sane  territory  more 

effectively,  though  perhaps  not  ps  esthotically. 
Recommend  discontinue  the  mounted  patrol  in  the  Tar&val, 
Police  Rgnge  Guards,  two,  sit  in  police  range  to  prevent 
thefts  of  guns  at  night.   Recom.raend  the  use  of  burglar 
alarm  devices,  and  the  storage  of  guns  at  a  district 
station;  thus  discontinuing  detail, 

Harding  Golf  Course,  one  men,  prevents  auto  boosting  in 
the  parking  lot,  prevent  children  from  salvaging  golf 
balls  from,  the  lake,  and  ha.ndle  trivial  complaints.  Pur- 
haps  the  Park  and  Recreation  would  justify  the  employment 
of  a  guard  on  their  ovm  payroll,  but  this  is  not  a 
proper  police  function.   Recommend  discontinue. 
Zoolbgical  garden,  one,  general  foot  petrol  in  the  zoo. 
Detail  is  justified. 

Fleishhacker  playground,   one  m^an,  prevents  disturbajn.ce. 
The  position  should  be  discontinued,  and  the  officer 
assigned  to  the  200  should  be  rqqulred  to  make  frequent 
checks   on  the  nearby  pla.ygound.   An  additional  officer 
serves  as  relief  for  the  200  and  pla.yground  deta.ils. 
Police  reserve,  one,  training  civil  defense  police. 
Should  be  continued  temporarily. 

District  men  for  temporary  detail;   In  every  rucomm.onded  district 
there  la  a  need  for  manpower  pool  to  supply  temporary  details,   San 
Francisco  is  a  popular  convention  City,  ond   conventions  often  have 
parades.   The  City  contract  vilth   the  "49er"  football  club  apparently 
requires  police  protection  of  K>^-2air  stadium,  and  m.en  are  required 
for  other  events  in  the  str  dium.   '^'here  may  be  vice  investigations 
to  conduct  In  a  district,  or  special  ste:ke  outs  to  be  provided.   At 
present  no  district  has  the  surplus  manpower  to  execute  these 


i 
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details,  ejicl  still  bo  able  to  uaintain  its  patrol  pattern. 

In  a  preceeding  section  vjqtg   set  forth  the  normal  patrol  distri- 
butions for  each  district,  but  every  district  frequently  falls 
below  these  standards  due  to  the  demands  of  details. 

To  meet  a  clear  cut  need  it  is  rocomnonled  that  15  men  be 
assigned  to  Gentra.l  station  "for  assignment",  12  to  southern, 

12  to  Northern,  and  10  to  each  remaining  station  except  Park, 
These  men  should  be  under  the  control  of  the  district  captain, 
to  be  used  where  ever  in  his  judgment  the  grv^atest  good  can  be 
achieved.   If  burglsirs  are  active  in  residential  areas,  the  most 
effective  protection  m.ay  be  the  detail  of  "for  assignment"  men  to 
sit  in  stores  or  parked  cars  watching  for  the  thief.   If  purse 
snatchers  are  active  in  a  locality  the  same  technique  may  be 
successful,  as  with  many  other  offenses.   Whilei  a  motorized  patrol 

f.  ■  might  be  on  a  call,  and  a  foot  beatman  too  visible,  a  policemen 

in  civilian  dress  m,ay  be  able  to  watch  a  location  for  ma^y  days 

without  being  noticed  by  a  persons  intent  upon  crime.   At  the 
same  time,  when  parades  and  special  details  for  other  prrts  of  the 
City  are  required,  the  district  ca.ptain  could  utilize  his  "for 

a.sslgnment"  nen   without  harm  to  the  normal  patrol  pattern.' 

Relief  for  days  off  etc;   In  order  to  cover  any  position  seven 
days  a  week,  ■.despite  days  off,  sickness,  and  vacation,  the  station 
compliment  must  include  sufficient  m.en  to  equal  half  the  number  of 
seven  day  positions.   Any  personnel  distribution  which  does  not 
consider  this  predictable  reserve  is  unrealistic.   The  number  of 
men  required  for  relief  in  each  station  on  each  watch  is  p,s  follows: 

8  am  -  ^  PM   ^  pm  -  Mid      Mid  -  8  am 
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Considering,  then,  all  of   the  present  end   proposed  manpower 

in  the  various  stations ,  the  station  sumF.ary  of  manpower  is  as 

follows:  (wagon  drivers  are  included  with  patrolmen.) 

Present 

Capt  Lt  Sgt  Prtlnn  Civ   Capt  Lt  Sgt  Ptlran  Civ 

Central  1    3  1?  113  1  3  24  139 

Southern  1    3  l6  82  1  3  18   96 

Potrero  1    3  16  58  1  3  9   70 

Mission  1    3  15  93  1  3  17  113 

Northern  1    3  18  129  ^     1  3  19  130   11 

P?rk     1    3  16  79  discontinue  36 

Richmond  1    3  15  7^  1  3  15   89 

Ingles  ide  1   3  16  78  1  3  9   86 

Taraval  1    3  I6  73  1  3  13   63 

District  Stations:   A  district  station  serves  a  liirdted  number 
of  useful  purposes.   It  is  a.  place  to  keep  company  rtjcords,  it  is 
a  place  for  the  temporary  detention  of  prisoners,  and  it  is 
a  place  from  which  a  relief  or  watch  can  be  posted.   It  probably 
has  no  direct  significance  in  the  prevention  of  crime,  even  in  its 
immediate  vicinity.   There  are  cities  of  the  sam.e  area  as  San 
Prajiclsco  which  operate  with  one,  two,  or  three  district  stations; 
but  those  cities  do  not  have  the  population  or  police  problem  which 
this  City  has. 

Soon  a  new  Hall  of  Justice  will  be  built  within  the  Southern 
district;  and  it  is  ajitlclpated  that  the  present  Southern  Station  cai 
then  be  discontinued  while  the  compajiy  relocates  in  the  new  H?ll  of 
Justice.   In  and  of  Itself  the  move  would  not  req  ire  any  chajige  of 
district  boundaries,  but  it  f.ppuc.rs  to  us  that  such  a  change  is  de- 
sirable.  Southern  is  a  fairly  sm&ull  district,  while  its  neighbor 
Potrero  is  larger.   Potrero  has  crossing  It  a  natural  obstacle  in 
Islais  creek  and  the  Marine  Corps  supply  depot.   From  the  standpoint 
police  convenience  there  vjould  be  an.  advajiitage  in  relocating  the  Potr 
station  south  of  Islais  creek,  perhaps  near  Oakdale  Ave.   If  that  w&i 
done,  the  Southern  district  could  be  profitably  enlarged  to  include 
all  of  the  Potrero  district  north  of  Islais  creek,  and 
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to  assume  control  of  the  area  now  patrolled  by  the  Potrero  nunbor 

one  car,  including  the  personnel  for  that  car.   The  construction 

of  a  now  Potrero  station  is  desirable  but  not  essential  to  the 

effectiveness  of  the  department,  and  a  relocation  of  the  district 

boundry  line  is  not  desirable  unless  and  until  the  Southern  station 

is  moved  into  the  new  Hall  of  Justice  at  seventh  st  and  the  skyway, 

and  a  new  Potrero  station  built. 

The  Park  district  station  is  located  adjacent  to  the  Kezar 
stadium.   It  is  about  a  miles  and  a.  quarter  by  road  from  the  Rich- 
mond station.   The  recom.mended  beats  in  the  Park  district  were; 
three  radio  cars,  three  footbeats,  smd  a  footm.an  in  Golden  Gate 
park.   Though  a  wagon  now  works  out  of  the  Park  station,  providing 
service  to  Taraval  and  Richm.ond,  that  could  service  the  same  are 
working  out  of  the  Richmond  district  station.   If  there  is  a  way  to 
provide  eque.l  police  protection  to  the  residents  and  business  in 
the  Park  district  without  the  excessive  overhead  Involved  in 

operating  a  district  station,  the  economy  of  manpower  should  be 
realized.   We  believe  that  there  is  a  way.   It  is  recommended  that 
the  portion  of  the  Park  district  north  of  Eddy  street  be  assigned 
to  the  Richmond  district,  including  the  requisite  manpower;  that 
the  portion  south  of  Sddy  and  east  of  Stanyan  be  assigned  to  the 
Mission  district,  Including  requisite  manpower;  and  that  the   are 
west  of  Stexiypn   be  assigned  to  the  Taraval  district,  including 
requisite  manpower.   These  areas  correspond  roughly  to  the  Park 
three,  one,  and  two  car  patrols.   The  area  north  of  Eddy  contains 
one  foot  patrol  as  recommended,  and  the  area  thus  assigned  to  the 
Mission  station  has  two  foot  patrols.   Discontinuing  the  Park 
district  station  will  effect  a  manpov;er  saving  of  one  captain, 
three  lieutenajits ,  nine  sergeants,  and  one  patrolman. 

The  nam.es  "northern"  an.d  Southern"  are  often  confused  by  radio 
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csr  operators  end  dispatchers;  they  sound  alike  on  the  radio.  , 
Recommend  thrt  the  name  of  either  the  Northern  or  the  Southern 
be  changed  for  radio  use  purposes. 

Administrative  Units 

Administrp.tion  does  not  exist  for  its  own  ends.   It  exists 
only  to  service  the  filed  services.   For  that  ree.son  we  have 
presented  som.e  of  the  problems  in  administrs-tion  by  discussing 
operational  and  procedural  problems  in  the  proceeding  sections 
of  this  report. 

Office  of  the  Police  Commission;   The  office  of  the  Police 
Commission  consists  of  a  sergeajit  detailed  as  Commission  secretary, 
a  civilian,  clerk,  and  an  assistant  Inspector  assigned  as  Commission 
chauffeur.   The  City  Charter  ajiticipates  that  the  Commission 
secretary  should  be  a  policeman,  though  it  would  be  simpler  and 
sounder  organization  for  the  Commission  to  have  a  civiliaji  secre- 
tary whose  loyalty  to  the  Comm.ission  was  undivided.   The  chauffeur 
could  bo  a  civilian. 

The  Office  of  the  Chief;   The  office  of  the  Chief  consists  of 
two  sergeants,  one  patrolman,  a  woman  protective  officer  who 
serves  as  confidential  secretary,  a  civilian  clerk  who  also  abides 
the  Deputy  Chief  and  a  civilian  chauffeur.  The  office  opens  all 
incoming  mail,  performs  typing,  routes  complaints, and  establishes 
some  small  details.   It  processes  recruits  for  the  Chief's  records, 
and  handles  the  appointments  of  approxima.toly  15OO  special  police 
officers.   In  the  past  influential  citizens  have  received  commisslonE 
as  special  police  officers  for  uncertain  reasons,  but  this  practice 
has  been  discontinued,  and  eoa   effort  is  now  made  to  wood  out  non- 
working  special  officers. 

The  office  of  Deputy  Chief;   The  office  of  the  Deputy  Chief 
consists  of  the  Deputy,  an.  inspector  who  serves  as  department  legal 
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officer,  and  a  civiliaji  clerk.   The  Deputy  perform  such  functions 

©s  are  assigned  by  the  Chief,  and  serves  for  the  Chief  in  the 

Chief's  absence.   The  legal  unit  should  bo  renovyd  to  a  separate 

staff  position  as  reconnended  elsewhere  in  this  report.   Insi^eaA 

of  having  one  deputy,  the  department  should  have  four,  as 

recomnended  elsewhere  in  this  report, 

Departntont  Secretary :   The  department  secretary  is  in  charge  of 

the  administrative  bureau  of  the  department.   This  bureau  consists 

of  the  General  office,  the  accounting  bureau,  the  range,  the  city 

prison,  the  property  clerk,  the  inspector  of  motor  vehicles,  and 

the  stable  (horse)  sergeant.   All  of  these  activities  are  unrelated, 

one  to  another,  and  are  by  their  nature  largely  self  governing. 

It  is  recommended  that  the  position  of  departm.ent  secretary  and  the 

position  of  diructor  of  criminal  information  be  abolished  by 

Charter  am.endment,  and  that  a  Deputy  Chief  for  administration  be 

authorized  with  organization  as  shewn  in  Chert  A, 

Chart  A 
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Director  Bureau  of  Crir.inal  Information: 


The  Director  of  the 


Bureau  of  Crim.inal  Information  is  in  charge  of  the  central  record 
file,  statistical  division,  and  comimuni  cat  ions  division.   As  discussed 
heretofore,  it  is  recommended  that  the  position  be  discontinued  by 
Charter  Amendment,  in  favor  of  the  position  of  Deputy  Chief  for 
administration. 
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Clty  Prison:  The  City  Prison  is  located  in  the  Hall  of  Justice, 
It  serves  as  a  lock-up  for  the  Central  station,  and  as  a  holding  Jail 
for  persons  charged  with  misdemeanors  whose  cases  are  continued, 
and  felons  awaiting  trialo   Convicted  prisoners  are  transferred  to 
the  County  Jail,  which  is  not  mider  the  Police  Department. 

Personnel  are  assigned  to  the  jail  on  a  quite  permanent  basis. 
Most  men  do  not  like  the  sordid  surroundings  of  the  jail,  yet  it  is 
an  excellent  training  ground  for  officers  to  know  local  characters. 
In  consequence,  it  is  recommended  that  personnel  be  rotated  through 
the  jail  on  about  a  two  year  cycle. 

The  personnel  of  the  prison,  present  and  proposed,  are  as  follow: 
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Accounting  and  Purchasing:   The  Accounting  and  Purchasing  unit 
consists  of  five  civilians:   Accountant  I,  Accountant  II,  Senior  Clerl 
(Purchasing),  ajid  two  typists.   The  accounting  and  purchase  request 
procedures  specified  by  other  city  departments.   The  budget  document 
is  complete  and  informative.   The  accounting  unit  of  the  section  per- 
pares  raw  tabulations  of  costs  in  acceptable  form.,  but  does  not  pre- 
pare costs  analysis  which  would  be  useful  to  administration.   For 
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example:   a  great  amount  of  effort  is  expended  In  the  preparation 

of  the  operational  costs  of  each  motor  vehicle  in  the  department;  but 
types  or  ages  of  vehicles  are  not  grouped  together  to  determine  use- 
ful cost  information.  Utilizing  department  costs  figures,  we 
/conducted  analyses  ourselves  and  found  that  all  costs  considered, 
including  an  assumed  depreciation  and  change  over  cost,  the  average 
cost  of  operating  sedans  in  San  Francisco  police  service  was: 
0  to  40,000  miles  7.75^  mile;  0  to  50,000  miles  1  ^i^   miles, 0  to  60,000 
miles  7.5?^  mile,  0  to  70,000  miles  was  7.8j2i  mile,  0  to  80,000  miles 
was  8.0?;  miles, 0  to  90,000  miles  was  8.1$z!  mile, and  over  90,000  miles 
the  average  cost  per  mile  was  8.3?!;  per  mile  up  to  lti-0,000  miles  where 
I  the  tabulation  stops.  Thus  by  using  the  departments  figures  it  is 
demonstrable  that  the  cheapest  auto-transportation,  all  costs  con- 
sidered, is  in  cars  traded  in  at  about  60,000  miles.  We  did  not 
attempt  a  similar  comparison  between  brands  of  cars,  and  neither 
has  the  department,  but  it  can  be  done.   Recommend  that  cost  figures 
be  processed  so  as  to  be  useful  administrative  tools, ■ 

The  establishment  of  purchasing  priorities  within  budget  items 
is  an  important  decision  of  management.  These  determinations  are 
made  by  the  purchasing  clerk  for  the  department  on  the  basis  of 
"the  wheel  that  squeaks  the  loudest  gets  the  grease".  These 
purchasing  priorities  will  be  a  necessary  interest  of  the  Deputy 
Chief  for  Administration, 

Planning__and  Research:   Planning  and  Research  consists  of  a 
sergeant,  three  patrolmen,  ajid  a  civilian  clerk.  As  used  at  present 
it  prepares  summaries  of  operating  procedures,  Emd  serves  as  a  sort 
of  chauffeur's  bureau  for  visiting  Important  people.   It  would 
appear  that  escorts  for  visitors,  if  necessary,  should  be  drawn  from 
the  available  district  manpower  on  a  detail  basis,  and  that  the 
Planning  end  Research  unit  should  be  free  to  conduct  constructive 
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Studies  into  the  needs  of  the  department;  studies  similar  to  this 

survey.  To  that  end  it  is  recommended  that  the  Planning  and 

Research  staff  consists  of  a  lieutenant  in  charge,  one  sergeant, 

and  one  patrolman.  Clerical  assistance  should  come  from  the 

general  office  or  some  other  pool. 

Records:   We  have  recommended  that  the  records  fumction  be 

under  a  captain;  that  he  be  in  charge  of  the  general  office, 

criminal  recoi-*ds,  and  the  statistical  unit.  At  present  the  general 

office  is  subordinate  to  the  Department  Secretary,  while  criminal 

records  and  statistics  are  subordinate  to  the  Director  of  Criminal 

Information. 
I     The  general  office  now  consists  of  a  lieutenaoit  in  charge,  ane 

light  duty  patrolman,  and  five  clerks.  The  general  office  receives 
all  correspondence  from  the  Chief,  codes  and  indexes  it,  and  routes 
to   the  proper  bureau.  The  office  also  issues  various  permits,  and 
maintains  the  time  consuming  and  unnecessary  time  books  for  the 
chief's  office,  personnel  bureau,  bureau  of  criminal  information, 
taxi,  general  office,  bureau  of  special  services,  range,  garage, 
juvenile  bureau,  prison,  property  clerk,  academy,  planning  and  re- 
Jj^search,  intelligence,  and  the  supervising  captain.  Recommend  that 
the  time  book  be  discontinued,  and  that  less  formal  unit  records  be 
used  to  supplement  the  official  watch  reports  of  the  personnel  bureau, 
Additlona^l  file  cabinets  are  needed  by  the  general  office,  and  these 
ere  recommended.  As  to  manpower  in  the  general  office,  there  is  no 
apparent  reason  for  the  assignment  of  police  personnel  to  head 
this  mail  and  records  function.   Recommend  that  the  general  office 
consist  of:  one  civilian  in  charge  and  five  civilian  clerks. 

The  criminal  records  unit  consists  of  two  sergeants,  three 
patrolmen  clerks,  one  patrolman,  copy-fax  operator,  and  five  civilian 
;clerks„   It  maintains  offense  and  accident  reports,  and  a  card 
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index  system  on  persons  arrested,  and  complainants  in  offenses, 
a  file  of  "radio  complaint  Investigation  reports",  registers  the 
serial  numbers  of  guns  for  persons  who  so  request  (not  required 
by  law),  a  card  file  of  criminal  and  intemperance  warrants,  a  card 
index  of  articles  pawned  (could  Ilscontinue  as  pawn  shop  detail 
also  does )j,  and  operates  the  department  copy-fax  machine.  The 
recommendations  relating;  to  the  criminal  records  division  are  as 
follows: 

a*   Match  the  radio  com-platint  investigation  report  with 
offense  reports  dally,  to  assure  that  all  criminal  complaints 
do  have  an  offense  report  prepared, 

b.  Hoclassify  offense  reports  according  to  the  system  estab- 
lished by  uniform  crime  reporting  if  necessary  for  accurate 
ta..bulation,  as  the  California  penal  code  classification  in 
uniform  crir^e  reporting, 

c.  Replace  the  patrolriaji  warrant  clerk  with  a  civilian,  thus 
releasing  the  patrolman  for  active  police  duty, 

d.  Replace  the  patrolman  copy-fax  operator  with  a  civilian, 

e.  Sepa.rate  the  component  parts  of  the  general  nar.e  index, 
so  that  all  offense  report  comiplainants  are  in  one  file,  all 
accident  report  witnesses  in  ajaother,  e.n6.   all  arrest  ea.rds 

in  a  third  file.   This  is  necessary  as  the  genera.l  name  in-."'Lex 
has  approximately  700,000  index  c?rds  ajid  is  cumbersome  to  searc; 
and  use, 

f .  Number  all  a.rrest  cards  before  issue,  and  maintain  a  ta.lly 
of  responsibility  of  the-  station  receiving.   These  should  be 
checked  periodically  to  assure  the.t  none  a.re  "lost". 

g.  Staff  the  crlTiinal  records  unit  as  f ollovjs  :   one  lieutenant, 
one  sergeant,  seven  civilian  clerks  day,  one  civilian  clerk 
each  night  watch  .  (to  provide  night  service),  one  clviliaji 
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clerk  relief  night  wrtches,  one  civilian  copy-fax  operator, 

one  clerk  crime  report  cla,ssif ication.   The  night  clerk 

positions  could  be  light  duty  patrolmen  if  desip^^q  j. 

The  statistical  unit  operates  the  machine  records  system. 
It  consists  of  one  sergeant,  three  pa.trolmen,  five  tabulating 
Uiachine  operators,  and  two  civilian  clerks.   It  appeared  to  us  that 
a  great  amount  of  information,  and  numerous  reports  were  being 
produced  by  the  unit  without  ajiy  knowledge  of  hovx  they  can  be  used, 
A  prior  generation  of  police  administrators  recognized  the  need 
for  concrete  information  in  reaching  administrative  decisions. 
Many  of  these  rv.on   were  not  statistlcian.s,  and  did  not  know  what 

statistical  information  would  be  useful,  and  how  to  present  infor- 
mation in  a  useful  form..   The  machine  records  system  in  San 
Francisco  was  apparently  installed  on  such  a  basis:   collect  and 
punch  all  of  the  informiation  possible,  later  find  out  how  to  use 
it.   In  consequence  the  unit  records  on  punch  cards  modus 
operandi  information,  location  of  plot  codes,  traffic  accident 
and  enforcement  informiation  (collected  better  and  in  useable 
form  by  the  traffic  division's  own  statistica.l  unit),  and  a.  mass 
'  of  detailed  arrest  information.   The  problem  confronting  the 
captain  of  records  is  a  complete  review  of  the  machine  records 
system,  to  blend  hand  tally  with  machine  records  methods,  into  a 
new  police  records  system..   As  a  starting  sugg  stion:   tv;o 
civilian  clerks  are  emiployed  full  tim^e  withdrawing  punched  offense 
cards  so  "that  they  can  be  repunched  to  show  that  the  offense  has 
been  cleared  by  arrest.   One  clerk,  part  time,  could  hajid  tally 
the  number  of  offenses  in  each  classification  which  are  cleared 
by  arrest. 

The  requirements  for  intelligent  use  of  machine  records  a.ro 
so  demanding  that  it  is  difficult  to  justify  the  assignm.ent  of 
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policemen  to  the  statisticp.l  unit.  A  few  r.ionths  of  schooling 
is  insufficient  b&ckground  for  the  task  ahead,  and  the  assignment 
of  policemen  to  routine  clerical  tasks  is.  expensive.   Recommend 
that  the  statistical  unit  consist  of:   one  tabulating  m.achine 
supervisor  (civilian)  five  tabulating  machine  operators,  and  two 
civilian  clerks;  rather  than  the  serr,eant,  three  patrolm.en,  five 
tabulating  m.achine  opera.tors,  and  two  civilian  clerks  as  at 
present. 

^-^roperty  clerk;  ^  captain,  two  sergeajits ,  two  patrolmen  truck 
drivers,  and  five  patrolm.en  stock  clerks  now  constitute  the  property 
I  unit.   This  unit  has  a  dual  function:   it  stores  and  disposes  of  all 
prisoner  property  and  evidence,  and  also  it  transports  and  issues 
various  departm.enta-l  clerical  and  cleaning  supplies.   Prisoner 
property  and  evidence  Is  stored  in  the  Hall  of  Justice,  while  other 
departm.ent  supplies  a.re  stored  in  a  City  warehouse  and  withdra^wn  as 
needed,  A  bound  book  is  used  to  maintain  the  basic  department 
supply  records,  though  a  card  index  system  would  bo  more  flexible. 
There  is  no  annua.l  Inventory  report  by  the  using  units  of  depart- 
mental supplies  on  hand,  ajid  this  is  recomim-ended  to  prevent 
excessive  stocks  in  the  districts  and  using  units.  While  police 
supervision  in  the  propertj^  clerk's  office  caji  be  Justified,  a  saving 
in  police  manpovjer  could  be  effected  by  substituting  civilian  for 
police  positions  as  stock  clerks  and  truck  drivers.   Hecomm.end 
personnel  distribution  of  the  property  clerk's  office;   one  lieutenant; 
one  sergeant,  two  civilian  truck  drivers,  and  five  civilian  stock 
clerks , 

C ommunl ca 1 1 ons ;   The  public  telephone  and  the  police  radio  are 
the   very  pulse  of  the  police  departm.ent .  .  A  citizen  needs  police 
help:   the  quickest  way  to  get  police  service  is  to  call  the  police 
radio  d.ispa.tcher,  who  will  send  a  car  Immedia.tely,  At  present 
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when  a  citizen's  c.?,ll  conios  in  on  the  depertuent  switchboard 

he  is  asked  "is  this  en   emergency"?   If  the  answer  is  "no"  the 

cell  is  routed  to  the  district  station  concerned;   if  "yes"  it  is 

routed  to  the  redio  dispatcher  who  in  turn  will  send  e  r^dio  car. 

It  is  anticipated  that  by  early  1958  the  department  will  have  a 

central  complaint  roora,  where  all  complaints  and  calls  for  police 

action  should  be  funnelled » 

Many  smaller  cities  finl  It  advantageous  for  the  radio  dis- 
patcher to  receive  the  complaint,  end  to  then  transmit  it  to  the 
cars.  This  is  the  quickest  and  most  accurate  method  of  dispatching. 
La.rger  departments  norm.ally  specialize  the  complaint  taking 
function,  and  the  radio  dispatch  function.   In  the  larger  department 
the  complaint  clerk  makes  notes  of  the  address  and  so  I'^jr-th,  and 

hands  the  note  to  the  radio  dispatcher.   The  dispatcher  th<:, 
chooses  a  nearby  car  to  send  on  the  call.   In  San  Francisco  both  method 
of  comiplaint  taking  are  appropr ia,te ,  depending  upon  the  work  load  at 
a  moment  in  time.   These  workloads  are  not  entirely  predictable, 
though  the  midnight  watch  is  normally  quiet  after  two  in  the 
morning.   Our  reasoning  for  San  Francisco,  and  that  behind  the  well 
thought  out  new  radio  room,  is  that  the  dispatchers  will  take  the 
complaints  and  dispatch,  the  new  console  will  have  positions  for 
four  dispatchers.   These  positions  can  be  worked  with  any 
combination  of  the  four  operational  police  radio  bajids,  or  the 
fifth  universal  band.   In  addition,  the  new  console  will  have 
positions  for  a  s  majay  as  six  complaint  clerks  who  could  take  a 
complaints,  and  then  refer  it  to  the  dispatcher  to  put  on  the  air. 

As  en   orgaxLlzaitional  problem,  then,  the  radio  room  m,ust  be 
given,  the  majipower  to  take  the  complaint  desk  when  needed,  and 
appropriate  work  to  busy  that  manpower  when  it  is  not  needed  on 
the  complaint  desk.  This  can  be  done  by  utilizing  the  men  assigned 
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to  the  teletype  room  as  alternp.te  conplaint  clerks ,  ani  by 

trpnsferrliag  responsibility  for  the  stolen  auto  tub  file  from 

the  bureau  of  inspectors  to  the  radio  room»   Both  the  teletype 

and  auto  tub  files  cen   always  be  allowed  to  slide  for  a  few 

minutes  while  the  assigned  personnel  help  out  on  the  complaint 

desks.   When  business  quiets  down  they  can  return  to  their 

clerical  duties,   We  do  not  know  how  many  dispatchers  will  be 

necessary  as  the  new  com^plaint  system  is  ine.ugerated ,  perhaps 

time  will  show. 

An  important  function  of  a  central  comp;].aint  room  which  is 

not  now  assigned  to  the  radio  room  in  San  Francisco  is  the 

I   designaition  and  control  of  criminal  complaint  case  numbers.   As 
a  radio  call  is  dispatched  the  radio  room  of  course  does  not 
know  whether  it  is  a  criminal  complaint  or  unfounded.  After 
investigation  at  the  scene,  when  the  nature  of  the  complaint  is 
known,  the  radio  car  prepa.res  an  offense  report  (if  an  offense 
has  been  committed)  and  forwards  the  report  to  the  bureau  of 
Inspectors,   The  bureau  now  assigns  the  case  numbers.   A  bettor 
m.ethod  would  be  for  the  radio  room  to  maintain  a  running  list 

||  of  criminal  complaint  numbers.   When  the  radio  car  operator 
prepares  his  offense  report  a.t  his  station  he  should  telephone 
the  radio  room  and  say  in  effect  "Northern  three,  give  me  a 
number  on  the  1212  Vsn   N^ss,  a  burglary".   Radio  should  then 
assign  the  next  number  on  the  register,  and  note  "1212  Van  Ness, 
burglary,  Northern  three  handled".   When  the  offense  report  is  due 
in  headquarters  e.   bureau  of  crim.inal  informa^tion  clerk  should 
compare  the  register,  anl  the  "radio  complaint  investigation  report" 
with  the  offense  reports  actuailly  received  to  assure  that  all 
offense  reports  are  accounted  for.   If  an  offense  is  not  dispatch^.d 
by  radio,  that  is  an  on-view  offense,  the  reporting  officer  should 
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request  p.nd  receive  a  complaint  number  as  though  it  had  been  radio 
dispatched. 

Training  of  rpdio  dispatchers  is  badly  needed.   None  of  the 
dispatchers  hevo   been  trained,  rnd  some  do  not  like  the  assignment. 
While  not  pll  dispatchers  are  poor,  too  r.any  cennot  give  an 
address  or  a  license  number  correctly,  they  leave  their  transmitter 
key  open,  they  hesitate  in  dispatching,  and  commit  other  errors. 
For  comiparison,  the  Fire  Department  dispatchers  sound  well  trained. 
Though  we  have  not  recommended  women  dispatchers,  the  ladies  can  do 
an  excellent  Job.   If  sble  police  dispatchers  are  not  available 
feriale  civili:;ji  dispatchers  can  be  employed. 

The  positions,  present  and  proposed  in  the  radio-teletype- 

com.plaint  room  are  r  s  follows : 

Rrdio  room  manpower 

Present  ' 

8  am  ^pm  Mid  unspe-    6ar.  ^pm  Mid  Unspe- 
^pm  mid  Sam  cified    4pm  Mid  Sara  cified 
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The  telephone  switchboard  is  located  adjacent  to  the  rpdio  room. 

It  is  staffed  by  three  women  operators  days,  ejifl  two  each  watch  at 
night.  There  is  one  relief  operator  days,  and  one  on  each  shift 
for  days  off  etc.   There  is  also  one  inspectors'  operator  dpys,  who 
takes  detective  ring  ins.   As  the  detective  cars  have  two  way  radio 
installed,  as  they  will  in  early  1958,  the  position  of  inspectors 
operator  may  be  discontinued,   Recor,mend  two  operators  on  epch  watch. 
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wlth  one  more  for  day  relief  (when  the  work  load  Is  heavy)  and 
four  operators  to  serve  as  day  off  etc  relief.  They  should  be 
supervised  by  the  lieutenant  of  communications  proposed  herein. 

Garage:   The  maintenance  of  police  vehicles  Is  performed  by 
another  City  department.   However,  an  Inspector  of  Motor  Vehicles 
and  a  patrolman  clerk  are  assigned  to  supervision  of  the  garage 
under  the  Hall  of  Justice,  and  llason  with  the  Department  of 
Purchase  on  major  repairs.  Until  recently  the  automotive  equipment 
of  the  department  was  in  poor  condition;  but  the  present  admini- 
stration has  been  most  intelligent  in  providing  new  and  less  costly 
to  operate  equipment.  During  195^  there  were  106  new  car§ 
purchased  for  the  department.  At  present  there  are  l62  light  sedans, 
8  patrol  wagons,  1  small  truck,  1  tow  wagon,  2  stake  trucks,  1 
mobile  crime  lab,  3  prestige  cars,  and  one  old  open  car  not  useable. 
All  equipment  is  in  good  condition  and  is  exceptionally  well 
maintained. 

The  recommendations  contained  In  this  report  to  put  the 
department  on  wheels  as  it  must  be,  will  require  about  100  more 
sedans,  for  supervisory,  investigative,  and  patrol  purposes.  Since 
the  approximate  cost  of  a  police  vehicle,  not  including  transferrable 
radio,  is  about  ^1500  prepared  for  service  the  Initial  outlay  would 
be  about  $150,000,   Radios  might  add  half  again  as  much  on  initial 
purchase,  but  they  are  used  for  many  years,  being  transferred  from 
I  one  vehicle  to  the  next.   To  the  hard  pressed  taxpayers  of  San 
Francisco  the  additional  expenditure  for  100  sedans  may  be  un- 
welcome, but  it  is  small  indeed  when  compared  to  the  cost  of  police 
salaries.   The  Initial  outlay,  with  perhaps  an  annual  cost  of  half  • 
the  amount,  is  about  the  cost  of  20  senior  patrolman  when  pension 
costs  are  considered.   Motorization  is  essential  to  effective  raan= 
power  use. 
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The  motorcycle  meintenpnce  Is  performed  on  contract  with  a 
local  agency,   A  sergeant  In  the  traffic  division  is  llason  between 
the  department  and  the  contractor.  There  are  86  solo  motorcycles  In 
the  department,  and  78  three  wheelers.  The  recommendations  In  this 
report  will  require  about  6o  solos,  and  70  three  wheelers,  allowing 
10^  for  repair  dead  line.   Thus  the  "net"  num.ber  of  vehicles  In 
the  departm.ent  as  recommended  In  this  report  Is  perhaps  66   more 
than  the  present  number.   If  It  Is  considered  that  motorcycles  are 
far  more  expensive  to  buy  and  operate  than  sedans^  the  cost  to  the 
taxpayers  of  a  necessary  change  Is  not  excessive. 

Police  stables;   The  police  stables  are  located  In  Golden  Gate 
park.  The  personnel  consists  of  one  sergeant  and  six  hostlers. 
There  are  22  horses  at  the  stable,  and  one  In  the  Potrero  district. 
The  six  hostlers  stay  with  the  horses  at  all  times,  and  receive 
premium  pay  for  holidays.  The  1956  budget  provided  |32,04-0  for 
hostlers  pay,  and  15279  for  overtime  of  hostlers.  Thus  the  care 
of  horses,  not  considering  food  or  miedical  care,  costs  the  City 
tl682  a  year  for  each  horse.  The  horses  only  cost  about  $300  to 
buy,  and  can  be  fed  for  §350  a  year.   In  other  sections  of  this 
report  we  have  recom.m,ended  that  all  of  the  horse  patrols  be  dis- 
continued for,  although  they  may  be  more  picturesque  than  beatmen, 
the  mounted  man  is  not  as  effective  policing  as  a  beatm.an. 
Recommend  the  stables  be  discontinued. 

Personnel,  Training  and  Administration 

A  large  segment  of  the  art  of  police  revolves  around  personnel 
administration.  Personnel  adm-inistration  involves  the  selection 
and  training  of  recruits,  the  pay  and  benefits  for  pollcem.en,  the 
prom.oticn  of  officers,  and  the  retention  and  retirement  of  all 
ranks.  Discipline  is  a  part  of  personnel  administration,  as  are 
some  forms  of  in  service  training.  An  extremely  Important 
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aspect  of  personnel  administration  Is  the  selection  of  leaders, 
the  men  who  will  put  the  will  of  higher  cornnanders  Into  effect. 
In  this  report  we  offer  no  cure-all  answers  to  personnel  admini- 
stration, but  some  weak  spots  and  possible  ireans  tc  rectify  them 
are  discussed  with  the  sincere  hope  that  lasting  benefits  will 
accrue  to  the  professional  police  of  San  Francisco, 

At  present  the  personnel  functions  are  divided  between  the 
Director  of  personnel  and  the  Department  Secretary,   Subordinate 
tc  the  Director  of  personnel  are  personnel  records,  the  police 
academy,  and  the  police  surgeon.  The  range  Is  subordinate  to  the 
Department  Secretary.   In  order  to  group  related  functions  under 
a  common  ccmmiander  it  Is  recommended  that  a  captain  of  personnel 
have  the  physician,  personnel  records  sergeant  and  academy 
lieutenant  as  direct  subordinates.   Subordinate  to  the  academy 
lieutenant  should  be  the  recruit  school,  headed  by  a  sergeant; 
civil  defense,  headed  by  a  sergeant;  and  the  range,  headed  by  a 
sergeant. 

The  departm,ent  physician  Is  a  part  tlm.e  position.   If  In  the 
physician's  opinion  a  policeman  has  been  off  duty  longer  than  the 
nature  of  the  illness  as  shown  on  the  doctor's  certificate  would 
suggest,  the  physician  exar.ines  the  sick  officer.   If  it  appears 
that  the  officer  may   be  ready  for  light  duty  the  physician  will 
also  ff.ake  an  exar.ination.   Most  of  the  contact  with  the  sick  Is 
through  a  sergeant  in  the  personnel  records  section,  who  contacts 
sick  men  by  telephone  dally.   Many  departments,  including  San 
Francisco,  have  found  that  ]|ollcemien  may  take  sick  leave  as  a 
form,  of  extension  on  their  annual  leave.   Also  recently,  the 
federal  internal  revenue  has  ruled  that  salary  during  extended 
periods  of  Injury  may  be  tax  exempt.   In  San  Francisco, 
undoubtedly  as  a  result  .of  many  factors,  the  police  department  has 
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fcur  and  a  half  percent  cf  its  personnel  off  sick  and  disabled  at 
any  one  tiire.  Normal  for  a  police  departn^ent  is  about  two  and  a 
half  percent  cf  the  force  so  incapacitated.  The  City  should  give 
serious  consideration  to  placing  the  position  cf  police  physician 
on  a  full  time  basis,  and  compensating  it  accordingly.  The  active 
interest  of  a  coirpetent  physician,  interested  in  both  the  welfare 
of  the  policemen  and  the  demands  of  administration  should  be  most 
beneficial  to  the  public  safety. 

Personnel  records  are  maintained  by  three  patrolmen  and  two 
civilian  clerks.  These  records  consist  cf  the  official  time, 

)  overtime  and  vacation  records  prepared  from,  the  dally  watch  reports. 
A  Jacket  folder  is  also  prepared  on  each  policeman,  containing  all 
personnel  records  except  disciplinary  investigations.   As  a  part 
cf  the  evidence  of  residence,  each  applicant  has  been  required  to 
supply  a  certificate  that  he  is  a  registered  voter.  The  certi- 
ficate shows  party  affiliation.   It  is  recommended  that  the  depart- 
ment utilize  some  other  basis  for  determining  residence,  or  that 
the  registrar  of  voters  be  Instructed  to  om.it  party  affiliation  in 

I  completing  the  form. 

Applicants  for  appclntm.ent  to  the  police  department  m^ust  fulfill 
the  requirem.ents  established  by  Charter  and  the  Civil  Service 
Com.milssicn  for  citizenship,  residence,  character,  and  medical-physical 
condition,  and  m.ust  pass  a  written  exam.inaticn  which  is  in  many 
respects  en   "IQ"  test.  Based  upon  their  order  of  passing  the  written 
test  applicants  are  placed  upon  an  eligibility  list,  and  appointed 

I  in  the  order  in  which  they  appear  on   the  list.   Although  this  procedure 
does  not  allow  the  appointing  authority  to  "Jump"  any  names  on  the 
list,  in  practice  an   undesirable  m;an  who  was  en  the  list  could  be 
appointed  C'ne  day  and  dropped  from  the  force  without  stated  cause 
the  next.  Men  who  are  told  that  they  will  be  dro'pped  Immediately 
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wlthdraw  their  names.   The  system  for  appointment  Is  satisfactory. 

Applicants  are  appointed  In  groups  of  about  35,  and  Im.m.edlately 
comm.ence  their  three  full  m.onths  training  In  recruit  school.  The 
recruit  school  Is  the  police  academy  and  consists  of  a  lieutenant 
In  charge,  a  sergeant,  two  patrolm.en  full  time  (who  also  aid  in  civil 
defense  operations).   The  basic  instruction  pattern  at  the  ecadem^y 
Is  to  detail  unit  chiefs  from  throughout  the  department  to  lecture 
on  subjects  with  which  they  are  familiar.  For  an  In  service  class 
the  use  of  "authorities"  as  lecturers  would  be  excellent  practice, 
but  for  recruit  training  it  is  generally  poor  practice.  Instruction 
)  on  teaching  is  an  art  in  itself.   The  information  which  3,s  given  to 
recruits  is  likely  to  be  on  a  basic  level,  not  the  advanced  ob- 
servations of  specialists.  While  the  requirement  for  information 
content  in  a  recruit  school  is  on  a  rudim.enta.ry"  level,  the  require- 
ment for  instruction  technique  is  on  a  very  high  level.  For  these 
reasons  we  recommend  that  the  staff  of  the  academy  be  expanded  to 
consist  of  one  lieutenant,  three  sergeants,  and  two  patrolmen; 
these  men  to  do  nearly  all  of  the  instruction  work  in  the  recruit 
school. 

The  curriculum  of  the  recruit  school  appears  to  devote  too 
much  tlm.e  to  the  teaching  of  laws,  and  not  enough  to  practical 
patrol  techniques.   Patrol  technique  is  the  policeman's  bread  and 
butter,  the  way  in  which  iiiost  policemen  spend  their  professional 
effort.   The  school  devotes  little  attention  to  patrol  technique, 
but  rather  relies  upon  the  occasional  assignment  of  recruits  to 
ride  radio  car  with  sctre  station  or  unito   No  attem.pt  is  m.ade  to 
assure  that  the  operator  of  the  radio  car  which  the  recruit  is  to 
be  in  is  qualified,  has  good  patrol  habits,  or  is  properly  super- 
vised.  More  emphasis  could  be  placed  upon  patrcl  technique  if  the 
academy  utilized  those  of  its  staff  who  are  a  good  patrcl  technique 
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man  to  drive  actual  patrol  In  a  chosen  area  with  recruits,  to  roll 
In  on  calls,  to  dig  for  trouble  In  alleys,  stop  traffic  violators, 
and  hold  the  back  door  in  any  disturbance «  This  patrol  practice 
could  well  be  fitted  in  if  the  class,  for  many  activities,  were 
divided  into  two  parts:  one  part  could  be  practicing  judo  (say) 
while  the  other  part  was  experiencing  patrol  technique  instruction. 

Civil  defense  is  organizationally  a  part  of  the  academy. 
It  consists  of  an  inspector,  and  two  part  tim.e  patrolmen.   It  is 
our  impression  that  civil  defense  on  the  national  level  is  confused 
as  to  objectives  and  methods,  that  it  has  become  the  playground 
w  for  retired  m.illtary  mien  and  unem.ployed  propagandists.  The  plans 
prepared  for  the  police  departm.ent  in  San  Francisco  ''in  the  event 
of  energy  attack"  are  completely  unrealistic  end  from  the  police 
standpoint  tactically  unsound »  These  plans  call  for  a  predetermined 
disposition  of  m.anpower,  without  a  knowledge  of  what  the  require- 
mients  of  the  disaster  will  be.  Ken  are  to  be  disposed  about  the 
City,  proceeding  from,  their  homes  without  any  knowledge  of  what 
the  disaster  situation  is,  and  without  comnunlcations  or  control. 
We  recomm.end  that  the  disaster  dispersal  plan  call  for  every 
pcllcem;an  to  report  to  a  fire  station,  there  to  receive  Instructicns 
or  to  be  met  by  supervisory  officers. 

There  are  about  ^00  auxiliary  policem.en,  about  two  hundred  of 
whom  are  active.  Civil  defense  likes  to  show  a  large  registered 
following, These  auxiliary  officers  are  not  investigated  as  to 
character,  and  their  fingerprints  are  not  cleared  through  the  FBI 
for  a  criminal  record  check.  The  reported  reason  for  these  over- 
sights is  that  if  they  ^^;ere  applied  many  auxiliary  policemen  would 
not  be  acceptable.   These  auxiliary  policemen  are  armed,  and  as 
a  part  of  their  training  enforce  laws  at  parades,  football  games, 
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and  on  shopping  nights  In  the  various  parts  of  the  City,  Eeconnrend 
that  all  auxiliary  policemen  receive  a  careful  character  Investi- 
gation, and  their  fingerprints  be  submitted  to  the  FBI  for  criminal 
record  check.   The  tr.anpower  of  the  civil  defense  unit  should  be 
reduced  to  one  sergeant,  and  the  civil  defense  unit  should  be 
reduced  to  one  sergeant,  and  the  civil  defense  liaison  officers  In 
the  stations  be  used  as  training  staff. 

The  police  have  an  excellent  range  for  training,  but  it  is 
overstaffed  with  manpower.   It  consists  of  a  rangemaster  appointed 
after  a  civil  service  exairination  (the  Incucbent  doesn't  like  guns, 
/  but  took  the  examination  for  the  money)  one  sergeant,  two  patrol- 
cen  for  instruction  on  the  firing  lines,  one  patrolman  in  the 
control  tower,  two  patrolmen  in  the  pits,  two  patrolmen  In  the 
office  to  keep  score  records  and  two  patrolmen  reloading  annuml- 
tlon.   It  was  our  lm.pression,  and  that  of  departm.ent  personnel  who 
use  the  range,  that  too  little  effort  is  m.ade  at  instruction  during 
practice;  that  the  general  approach  is  to  shoot  the  required 
ammunition,  drink  some  coffee,  and  leave.  This  range  time  is 
S     com.pensated  for  by  the  department,  or  if  a  man  is  on  duty  he  is 
allowed  four  and  a  half  hours  off  to  get  to  the  range,  fire  for 
perhaps  half  an  hour,  and  go  hom.e.   It  is  even  reported  that  som.e 
men  shoot  poor  scores  purposely  so  that  they  will  be  directed  to 
the  range  more  often  to  benefit  by  the  compensated  time. 

An  analysis  of  the  requirem.ents  of  the  various  duties  at  the 
range  convinces  us  that  six  patrolm.en  should  be  assigned  instead 
of  nine.   These  positions  should  be: 

In  charge:   a  sergeant,  when  the  position  cf  rangemaster 

becomes  vacant.   In  this  way  s   m.an  interested  in  guns  can 

be  selected. 
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Firing  line  Instructors:   two  men  part  tiire.   Should  also  help  In 
statistical  office. 
Tower  control:   one  cian  part  jblrr.e,  should  also  help  in  reload 

rooirit, 

Pit  detail;      two  iren  part  tiire,    should  also  help  in  reload 

room. 

Statistical  office;  Sane  as  instructors  firing  line. 

Reload  rocc;   same  pit  detail  and  tower  can. 

Relief  patrolrcan:   one,  for  sick  ajid  vacation. 

Section  1^6  of  the  City  Charter  provides  for  promctlcns  above 
the  rank  of  patrolmen.   It  specifies  that  protnotions  shall  be  based 
only  upon  a  written  examination  (weight  79^)  seniority  in  rank 
of  service  (maximum.  15%)    and  clean  record  {6%),     At  best,  a 
written  examination  can  only  test  knowledge.   It  cannot  test  work 
performance,  it  cannot  test  leadership  ability,  it  cannot  test 
attitudes,  devotion  tc  duty,  or  any  ether  thing  except  knowledge. 
Unfortunately,  the  civil  service  exam.inaticns  as  new  prepared  do 
net  even  test  knowledge  consistently,  but  rather  memory .   A 
series  of  books  are  used  for  the  preparations  of  an  examination 
and  these  books  are  made  known  to  candidates.  Many  of  the  state- 
mients  in  these  bocks  are  either  untrue,  or  are  the  opinion  of  the 
author  only.   Candidates  for  prcmctlon  m.ust  memorize  these 
opinions  as  though  they  were  fact:  a  process  akin  to  brain  washing. 
Some  candidates  m.ake  tape  recordings  of  statements  in  books  on 
administration,  and  listen  to  the  recording  hours  en  end  as  it 
drills  into  their  mem^ory  cplnlcns  which  do  not  correspond  with 
their  own  observations  as  policemen,  but  which  must  be  learned 
in  order  to  be  promoted  to  sergeant,  lieutenant,  cr  captain.  We 
recomm.end  that  written  examinations  for  prcm.cticns  be  limited  to 
m.atters  of  fact,  laws,  codes,  court  opinions,  rules  and  regulations, 
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anything  which  is  fact  (a  court  opinion  is  a  feet)  rather  than 
opinion.   As  the  prcccticnal  systeir  stands  today,  and  as  required 
by  Charter,  the  departrrent  woulc?  probably  be  as  successful  in  select- 
ing leaders  if  it  drew  names  C'Ut  of  a  hat,  or  sere  ether  pure  chance 
method;  either  way,  there  will  be  sc.rne   good  men  selected  for  prccotion. 

Seniority  can  test  only  age  In  service.   It  does  not  require 
that  the  service  be  productive  or  well  perfcr^red,  it  dees  not  specify 
that  the  service  has  produced  leadership  ability;  it  can  only  test 
age  in  service.  A  better  nethod  for  handling  the  seniority  prcblem 
is  to  require  as  a  catter  cf   eligibility  for  procctlon  a  given 

^  nucber  of  years  of  service o  For  proirition  to  sergeant  it  woulc?  be 
proper  to  require  five  years  experience  as  a  patrolman,  for 
prcEctlon  to  lieutenant  or  captain,  at  least  two  years  experience 
in  the  lower  rank.  Bruce  Scith  Sr.  in  his  survey  20  years  ago 
recc-mniended  a  lighter  weight  to  seniority  in  prcrDltlon,  The  Charter 
was  revised  according  to  his  recomT.endatlon,  but  shortly  there  after 
the  "old  guard"  of  the  departrrent  had  the  Charter  changed  again  to 
be  even  core  heavily  weighted  in  favor  of  the  senior  citizens  in 

V  selections  for  pronltlon. 

The  six  points  of  clean  records  are  accorded  to  nearly  all 
candidates,  only  the  few  who  have  been  In  trouble  suffering  a  penalty. 
Since  only  a  small  fraction  of  the  force  ever  has  disciplinary  action 
taken  against  thee,  this  is  not  an  iaportant  factor  in  the  process. 
As  a  catter  of  probability,  about  two  per  cent  of  the  rren  of  a 
police  department  will  be  in  disciplinary  trouble  in  any  one  year. 
From  January  1,  1955  until  June  15,  1957  there  were  3?  suspensions 
In  the  department,  three  retirements  under  charge  ,  and  six 
resignations  under  charges.   Though  the  department  may  at  times 
believe  that  it  is  experiencing  a  high  incidence  of  disciplinary  cases, 
one  would  expect  perhaps.  30  cases  a  year.   Forty  six  cases  In  two 
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and  0  hc!lf  years  dres  not  seen;  excessive.  We  aust  expect  some  men 
cut  cf  a  large  group  to  get  into  trouble.   Free  the  administrative 
standpoint  the  important  fact  is,  dc  we  deal  with  the  prcblecs  as 
they  arise?  In  San  Pranciscc  the  Police  ccnnoissicn  has  iret  the 
disciplinary  problem  admirably. 

To  determine  working  effectiveness  the  department  prepares 
annually  a  Probst  rating  sheet  on  each  m.ember.  The  rating  so 
obtained  does  not  in  any  way  enter  into  the  promotional  process. 
Under  the  provisions  of  the  Charter,  proficiency  can  not  be 
considered  in  promotionc   If  San  Francisco  is  to  select  leaders  who 
can  really  lead,  some  thought  must  be  given  to  recognizing  merit 
in  the  promotional  process.  Any  such  attempt  to  amend  the  Charter 
will  certainly  be  met  with  expressed  fears  of  political  favoritism. 
Those  were  the  fears  which  produced  the  "tightest"  civil  service 
system  in  the  country  today  in  San  Francisco.  Perhaps  these  fears 
will  prevail  for  a  while,  we  do  not  know  for  how  long.   Other  police 
departments  in  the  country  are  attempting  to  work  toward  a  true 
merit  system  for  promotion:  a  blending  of  written  examinations, 
perhaps  seniority,  and  certainly  some  degree  of  administrative 
evaluation  of  the  work  performed  by  a  man.   In  some  progressive 
departments  the  written  examination  is  weighted  as  6o%   toward 
promotion,  and  administrative  evaluation  at  kO%,     Other  departments 
may  use  other  fractions  for  comparative  weight.   All  departments 
allow  the  appointing  officer  to  select  one  name  out  of  three  in 
promotion:  if  there  is  one  promotion  to  be  made,  the  three  highest 
names  on  the  list  are  certified  for  the  appointment.  The  appointing 
officer  may  select  any  one  of  the  three,  passing  two  if  he  so  wishes 
without  stated  cause. 

In  our  opinion,  the  Probst  rating  form  is  now  well  suited  to 
the  needs  of  the  police  service.  Departments  throughout  the  country 
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attempt  to  create  and  use  proficiency  rating  forms  always  with 
some  success  and  some  reservations.   It  appears  that  the  greatest 
weakness  which  a  proficiency  form  can  have  is  to  be  so  complex 
that  the  rating  officers  cannot  understand  Itc  Simplicity  seems 
to  be  essential  to  a  successful  rating  system.   A  good  system, 
and  one  which  has  been  used  by  police  departments  consists  of  a 
single  rating  to  three  degrees  of  goodness:  below  average  in 
perform.ance,  average  performance,  or  far  above  average  in  perfor- 
mance.  If  a.  rating  of  below  average  or  far  above  average  is 
accorded,  the  rater  is  called  upon  in  the  form  to  justify  a  rating. 
Of  course,  an  average  proficiency  rating  requires  no  justification, 
as  that  is  applicable  to  most  men. 

It  seem.s  that  a  proficiency  rating  of  some  kind  Is  desirable 
In  San  Francisco,  as  a  part  of  the  promotion  process.   It  could  be 
applied  in  the  promotions  to  all  ranks,  but  for  the  time  being  we 
would  suggest  that  It  be  applied  only  to  the  promotions  to  lieutenant 
and'  captain.   A  superior  officer  probably  has  a  better  opportunity 
to  study  the  capabilities  of  sergeants  and  lieutenants  than  he  has 
to  study  patrolmen.  While  the  sergeants  do  know  their  subordinate 
patrolman,  the  sergeant's  rank  does  not  appear  to  work  well  as  a 
level  to  actually  perform  proficiency  ratings;  the  sergeant  Is  too 
close  to  his  men  to  m.ake  a  good  rater.   It  is  recommended  that  the 
Board  of  Supervisors  be  authorized  by  Charter  to  establish  the 
personnel  policies  of  the  City.   In  that  way  the  Esard  can  be  free 
to  develop  a  true  merit  system  for  promotion  in  the  police  depart- 
ment; a  system  which  will  assure  adequate  knowledge  of  police 
matters  by  candidates,  adequate  seniority,  and  an  assurance  of 
good  leadership  ability. 

Manpower 

The  number  of  authorized  police  positions  In  the  department 
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at  present  is  1711.   In  addition  there  are  90  civilian  posltons. 
The  recommendations  contained  in  this  report  would  require  1712 
police  positions,  and  112  civilian  positions.   In  addition  there 
would  be  required  an   undetermined  number  of  school  crossing  guards, 
depending  upon  the  number  of  crossings  now  protected  by  children 
would  should  have  adult  supervision.  The  distribution  of  positions 
recommended  in  this  report  by  rank,  is  es  follows: 


Chief 

1 

Deputy  Chief 

U- 

Capta  in 

20 

Lieutenant 

57 

Inspector  Mtr  Veh 

1 

Detectives 

175 

Sergeant 

183 

Patrolmen 

1271 

d  civilian  positions 

are 

Clerical 

70 

Accountant 

2 

Telephone  cpr. 

15 

Stock  clerk 

5 

Truck  driver 

2 

Tabulating  Mach 

6 

Chauffeur 

2 

Matron 

5 

Criminologist 

1 

Crim.e  lab  technician 

3 

Cook 

1 

Garagem,an 

1 

The  City  Charter  limits  the  number  of  policemen  in  San  Francisco 
to  a  ratio  of  one  policeman  for  each  500  of  population.  This  has 
been  interpreted  as  being  applicable  only  to  patrolmen  by  an  opinion 
of  the  City  Attorney,   Such  limitations  are  arbitrary  and  unncessarily 
restrictive,  as  the  budget  'apjsropriaticns  of  the  Board  of  Supervisors 
are  in  them.selves  an  effective  m-anpower  control.   It  is  possible  that 
ohen^^'i  conditions  may  in  the  future  require  more  manpower  than  that 
herein  recomm.ended,  or  the  City  Attorney  opinion  might  some  day  be 
reversed.   Recommend  that  the  Charter  limitation  on  manpower  be 
repealed. 

During  1957  the  voters  decided  to  anend  the  Charter  to  allow 
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the  recruitment  of  non-residents  of  San  Frsncisco  if  the  Civil 
Service  Commission  so  directed.  Presumably  this  will  be  approved 
by  the  legislature,  and  will  then  be  a  part  of  the  Charter.   It 
is  a  desirable  provision,  and  may  or  may  not  be  used  in  the  future 
depending  upon  recruitment  patterns. 
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